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Abstract
The rapid development of Knowledge Management System (KMS)
indicates that organizations benefit from improved Knowledge
Management (KM) capabilities. However, there is a need for more
research into KMS implementation from a cultural perspective.
Nonaka et al. (1995) argued that current KMS, which are designed
and developed in Western contexts, have an “America bias”. Thus,
Western ways of KMS implementation may have some weaknesses in
guiding non-Western cultures to successfully employ KMS.

This thesis investigates the KMS implementation barriers in selected
Chinese organizations. The research focuses on the importance of
cultural factors in KMS implementation in a non-Western context.
There are two main theories involved in this study: knowledge
creating theory (Nonaka et al., 1995) and culture dimension theory
(Hofstede, 1980). On the one hand, knowledge creating theory
provides an insight into the construction, operation and
implementation stage of KMS. Particularly, this theory, which is
developed in a non-Western context (Japan), has some natural
advantages in analysing cross-cultural implementation of KMS. On
the other hand, the culture dimension theory is considered one of the
most important milestones in cross-cultural research. In this theory,
Hofstede’s (1980) explored cultural differences in the measurement
of five dimensions by collecting and analysing valuable quantitative
data which. Therefore, it is both reasonable and beneficial to bring
these two significant tools together to reveal some potential barriers
V

of implementing KMS cross-culturally.

This investigation opens a window on the current KMS implementation
status in selected organizations in China. A number of barriers to
effectively implementing KMS in Chinese organizations are identified.
The thesis findings indicate the value of employing a cultural
perspective on KMS implementation. Suggestions for raising attention
in specific areas of KMS in implementation are given at the end.
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Chapter 1

Introduction

1.1 Introduction
Knowledge is one of the most important areas of competitive advantage
for organizations in the 21st century (Drucker, 1999 p. 2). Knowledge
Management (KM), which can help organizations effectively manage
their knowledge capital, is “of great importance” (Davenport, 1998 p.
19). Underpinning Knowledge Management(KM) are knowledge
management systems (KMS) that utilize sophisticated Information and
Communication Technologies (ICT) to enhance knowledge
management ability of individual organization (Hendriks, 2001,
Fernandez, 2004).

However, there is little research on how KMS, which is developed in
Western contexts, can be effectively applied in Eastern cultural settings.
Since both the KM theory and KMS are developed and predominantly
applied in Western contexts (Mason, 2003, p. 20), it is necessary to
investigate the effectiveness of KMS implementation in other cultures.
This thesis adopts this line of reasoning and will explore this area by
examining cultural influences on the use of KMS in 27 selected Chinese
organizations.
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1.2 Historical Review on Current KM Research
1.2.1 Early Development of KM
KM has been fundamental to the ways human societies have evolved
over time. Informal mechanisms such as discussions and brainstorming
sessions have been effective in developing, organising and
communicating knowledge. The formalisation of these methods has
seen the development of strategies such as apprenticeship,
professional training and mentoring programs. (Cader, 2004 p. 3).
Given the ubiquity of KM some may ask why the discipline of Knowledge
Management has emerged.

From 1980 to 1990, KM within organisations has developed both in
theory and practice, particularly with the application of information
technology (IT). For example, Martin (1983 pp. 38-40) stated that
knowledge is different to either information or data. Further, it should
be a base to support management decisions in order to take action. For
the technology part of KM, Cronin and Davenport (1990 pp. 278-287)
considered that KM has been enabled through technologies such as
databases, special catalogues and e-mail.

KM as a distinct area of research emerged in the early 1990s. At the
very first stage, which is from 1990 to 1995, many scholars contributed
theories and research approaches to this new discipline. For example,
Cohen and Levinthal (1990), Collins (1993), Leonard-Barton (1995),
believed that KM is a term which applied to techniques used for the
systematic collecting, transferring, securing and managing information
9

and knowledge within organizations, along with systems designed to
help make the best use of these resources. In particular, it refers to
tools and techniques designed to preserve the availability of
information held by key individuals.

Since the mid 1990s KM research appears to have experienced a boom
in popularity. Many seminars and conferences were devoted to KM and
publications increased dramatically. Figure 1 shows the comparison of
number of publications between the KM discipline and the related area
of management research called the Learning Organization where an
exponential growth in KM publications can be seen.

Figure 1 the growth in knowledge management (Swan et al., 2001)

10

1.2.2 The Role of ICT in KM
Increasing research interest in knowledge management can be
associated with the rapid development of ICT, where the focus of KM
research shifted from pure theory to the implementation of ICT within
organisations. These systems came to be known as Knowledge
Management Systems (KMS).

Davenport (1998) defines KMS as “tools to effect the management of
knowledge and are manifested in a variety of implementations”.
Generally speaking, KMS includes typical KM tools, such as World Wide
Web (internet based collaborative system), Lotus Notes (client/server
collaborative system), intranets (enterprise knowledge management
portal site), and Artificial Intelligence (AI) developments (for example,
intelligent agents, knowledge bases and knowledge discovery) (O'Leary,
1998).

The increase of knowledge intensity challenged traditional methods of
KM. Knowledge intensity means a “function of how much knowledge
and understanding a person must possess and apply when required to
perform competent work or be prepared to deal with uncertainties and
surprises” (Wiig, 2004 p. 8). Knowledge intensity also indicates large
information and knowledge volume and time-critical tasks. Advanced
ICT provide KMS the ability to handle these difficulties in new ways.

To sum up in this section, KMS not only accomplishes storing and
11

retrieving data, but also helps organizations make crucial decisions in a
turbulent business environment (Nonaka, 2000 p.2) by utilizing
advanced ICT technologies to help “storing large amount of data,
discovering new actionable knowledge and transferring knowledge
throughout organizations” (Tsui, 2005 p.5).

1.2.3 Social Aspects of KMS
Recent years, with maturity of knowledge management theoretical
research and the beginning of the implementation phrase of KMS, both
academics and industry professionals have given greater attention to
the social aspects of KMS instead of exclusively focusing on the
technical aspects. For example, Edwards (2005, p. 113) observes that
previous KMS research treated the technical part of KMS as the most
important factor of the three (Edwards, 2005 p. 113). In contrast,
Davenport and Prusak (1998) identified that KM consisted of
organizational and human aspects as well as technical layers.

Globalisation appeared to favour research that focused on the technical
aspects KMS. The process of globalization has enabled KMS to
penetrate many parts of the world. Successful experiences of
implementing KMS not only excited practitioners in Western countries,
where KMS had been invented and developed, but the rest of the world.
For example, companies in the Eastern countries, such as China and
India (Zhou, 2000), have shown a great deal of passion in their
adoption of KMS. This has created a number of challenges when
considering the difference between the Western and Eastern cultures.
12

While physical differences such as climate and distance are important,
the issue of social contexts appears as a more complex challenge (Dean,
2005)

The cross-cultural adoption of KMS from Western contexts to Eastern
contexts has made culture a distinctive element of KMS. Researchers
agree that exchange processes within business networks can only be
understood by conducting studies in different countries and cultures
(Deshpande and Webster, 1989, pp. 3-15). A similar approach appears
relevant to KMS, which is intimately involved in such “exchange
processes” within multinational organizations.

Hofstede’s (1980) culture dimension theory gives a good example of
the importance of cultural factors. According to his studies, people from
different cultural backgrounds might act differently in many aspects,
such as ways of communication, management methods and
approaches, reaction to time limits and information sharing behaviours
(Hofstede, 1980). Without carefully understanding such cultural
consequences, KMS could be of less value when implemented within
these non-Western cultures.

1.2.4 Downsides of Current KMS Implementation
As a relatively new discipline, many areas need to be improved in order
to work seamlessly within organizations. There are two major concerns
from current KM literature. Firstly, Davenport (1997 pp. 1-2) warns that
it is a mistake to assume that Information Management Systems (IMS)
13

and Knowledge Management Systems (KMS) are the same.
Organisations may be misled into adopting incorrect system solutions
by not understanding the difference between IMS and KMS.

Secondly, KMS is not a panacea to solve all kinds of problems within
organizations particularly in complex and dynamic business
environments that exist nowadays. Without clearly and precisely
evaluating the context of an organization and its environment, KMS
might turn out to be a “double edged sword”. Relevant case studies on
failures can be seen from China (Xiaoxi, 2006), America (O'Leary, 1998)
and Europe (Jennex, 2004) each of which reflect different ways in which
social context has been ignored.

Tragedies could be avoided by paying sufficient attention to the proper
integration of KMS into a specific organizational culture (Jennex, 2004).
In other words, KM and KMS need to be shaped to suit specific
organizations (Hislop, 2005). There is no “one-size-fits-all” KM solution.
Validating and valuation should be done before implementing KM.

1.3 Research Gaps, Research Significance and
Research Questions
In the late 1990s, KMS became a hotly discussed term among Chinese
organizations (DeYong, 2002 p. 2). As stated in the previous section,
globalization has led to a more complex and dynamic business
environment bringing with it the need for KMS.

14

Over the next few years, many organizations throughout China adopted
KMS to promote competitive advantage (Xiaoxi, 2006 p. 5). The speed
of adoption by Chinese organizations was impressive, but it appears
that little attention was given to adoption quality? As scholars focusing
on the applicability of Western, especially American, management
theories abroad (Lammers and Hickson, 1979; Hofstede, 1980; Adler,
1991; Boyacigiller and Adler, 1991) have asked “Is organizational
science, as it is currently conceived, applicable across countries?” and
“To what extent must organizational theorizing be modified due to
national differences?” (Boyacigiller et al., 2003, p. 17).

In recent years, stories of KMS failures have been heard and
experienced across China (Xiaoxi, 2006 p. 34). For example, a large
manufacturing enterprise in ZhuHai imported a KMS in order to improve
their management performance. However, this system had a reverse
effect. Although, daily operations had been rearranged to implement
KMS, employees seldom used this system. Very limited knowledge had
been externalized or codified by this system and could not be re-used or
transferred because of diversities of knowledge forms and qualities.
Furthermore, managers thought customary ways of communication
with employees were better than using this system. The operating cost
of this system was approximately 10-12 million dollars a year. At last,
this enterprise paid a further three million dollars in order to remove the
KMS (Xiaoxi, 2006).

Therefore, building or importing a KMS within organizations is relatively
easier than successfully implementing KMS into organization routines
and aligning KMS with organizational cultures (Mason, 2003 p. 22). This
15

study addresses this gap by investigating implementation barriers of
KMS in Chinese organizations.

The implications of this study if extended to the broader Chinese
economy are significant. First of all, Arnold Toynbee (1889-1975)
predicted that countries that are expected to have more influence in the
world are not from Europe but China (Zeng, 2005) The Chinese
economy is set to become the largest economy (Yu, 2005) and the
average of its annual growth rate has been more than 8 percent over
the past ten years (Paul, 2006). However, the development of ICT
related industries had grown exponentially during past few years (Paul,
2006). For example, personal computer sales are growing at 60 percent
per year (Huang, 1998). Thus, it is believed that China has the potential
to be a major KMS market in the near future.

Secondly, the demands of international trade increasingly rely on the
flow of knowledge (Burrows, 2005). Properly implementing KMS within
Chinese organizations could help China successfully transfer to a
knowledge-based society. Some have no doubt that technology, such as
KMS, will leverage the economic growth and development of
international trading business in China (Khalil, 2001)

These two factors lead to a strong contention that Chinese
organisations need help to understand KMS (Huang, 1998). Since the
short adoption history of KMS in China and the uniqueness of Chinese
organization, there has been little research into this area. Special
attention needs to be raised to identify barriers of KMS implementation.

16

However, the lack of research into the productive use of KMS in China
establishes the significance of this research thesis to future adoption of
KMS in China. The unique characteristics of Chinese organizations need
to be clarified in order to better implement KMS. Even though many
KMS products are developed in the US, methods need to be devised to
effectively transplant these technologies into Chinese organizations.

In summary, the research gaps are:


Which KMS are suitable for Chinese organizations;



What are the barriers of implementing KMS in Chinese organization?

IBM Lotus notes has been selected for closer analysis in this study
because it will eventually form the basis for comparison in the research
investigation later. IBM Lotus Notes, as a client-server collaborative
software and e-mail system, is one of leading KMS in the world. Not
only because IBM Lotus Notes has various functions to perform
knowledge management tasks and support knowledge management
processes in the on-going business environment, but also its design
inspiration is deeply rooted in KM. Evidence for this could be found in
IBM’s white paper (1999). In January 1998, Lotus Development
Corporation published this white paper explaining the relationship
between Lotus Notes and KM. According to this document, Lotus
Development Corporation presented the “Lotus Knowledge
Management Framework” to the public. This framework identified four
basic business goals that can successfully support knowledge
management. Therefore, IBM Lotus Notes is a valid example of a KMS
and will be adopted as a research object in the rest of this study.

17

The research questions, therefore, are:


What is the current implementation status of KMS(IBM Lotus Notes)
within selected Chinese organizations?



How is KMS(IBM Lotus Notes) operated in selected Chinese
organizations?



How does culture affect implementation of KMS(IBM Lotus Notes)?

1.4 Brief Overview of Research Methodology
As a guide, the research seeks to gain insights from Chinese
organisations in their adoption and use of a KMS. A survey methodology
is employed the questions of which are guided by the literature review
of Nonaka and Takeuchi's KM theory and Hofstede's culture dimension
theory. Therefore, there are five phases of this research:



Phase 1: The critical review and analysis of the relationship between
Nonaka’s and Hofstede’s theory;



Phase 2: Design a questionnaire within the context of Chinese
organizations.



Phase 3: Survey data collection;



Phase 4: Data analysing;



Phase 5: identifying barriers of implementing KMS in China.

18

1.5 Limitations
There are two main limitations of this study, including timeframe and
sample size.

Timeframe is the main limitation of this research. The report has to be
completed by March 2007 and the actual data collection was
commenced in August and September 2006. This gave a very small
window for data collection and analysis.
.
Sample size is another limitation of this research. As knowledge
management has not reached a mature level of adoption in China, it is
difficult to achieve sufficient sample size. In view of the limitations of
time and resources the sample group should be viewed as a
“convenience sample”.

1.6 Thesis Outline
This thesis seeks to identify implementation barriers of KMS (IBM Lotus
Notes) amongst selected Chinese organizations through a cultural
perspective. In other words, this thesis investigates the role of culture
in the process of utilizing KMS in a non-Western context. Thus, there
are two major fields which need to be analysed in this thesis: KMS and
culture.

In Chapter 2, Nonaka and Takeuchi’s knowledge creating theory is
described as a means to conceptually analyse the architecture of KMS.
Since the cornerstone of knowledge creating theory is the interaction
between two types of knowledge (tacit and explicit knowledge), these
19

two types of knowledge are explained. The chapter then goes on
describing the four different knowledge conversion modes (socialization,
externalization, internalization and combination) as defined in Nonaka
and Takeuchi’s knowledge creating theory.

IBM Lotus Notes is adopted as a research object in this study. Generally,
Lotus Notes is a groupware product which is designed to handle email,
calendar, and collaboration activities within workgroups. The
connections between Lotus Notes and Nonaka and Takeuchi’s
knowledge conversion modes are identified and demonstrated.

In order to identify potential cultural barriers in KMS implementation
the thesis employs Hofstede’s Culture Dimension theory as the other
core theory in Chapter 3. Throughout his study, it is clear that people
from different countries acted diversely on five different Culture
dimensions, including power distance, uncertainty avoidance,
individualism and collectivism, masculinity and femininity and long- or
short-term orientation. These culture dimensions give an outline to
study on culture impact on KMS implementation.

In summary, the purpose of Chapter Two and Three is to define the
major theoretical issues that are related to the cross cultural
implementation of KMS, namely Nonaka and Takeuchi’s knowledge
creating theory and Hofstede’s culture dimension theory.

Chapter Four provides the methodological justification for the research
approach to be adopted. The study’s research methodology is chosen
with consideration for the study’s three research questions and the
20

constraints and limitations of the study.

Chapter Five demonstrates how potential barriers of implementing IBM
Lotus Notes within selected Chinese organization are identified by
analysing relationships between the two main theories for this study.
Based on the detailed discussion of the interaction among three
selected Culture Dimensions potential barriers of implementing KMS
within Chinese organizations are identified.

Chapter Six describes the development of the questionnaire. The choice
of questions is explained with reference to the previous discussions in
Chapter Five.

Chapter Seven shows the research findings also in the order of the
research questions. Meanings and implications of data analysis are
discussed. By analysing the implementation status of Lotus Notes in 27
different Chinese organizations, KMS adoption in these organizations is
revealed. It is clear that culture plays a significant part in the
implementation of KMS amongst these Chinese organizations.

Finally, Chapter Eight concludes the thesis by defining a number of
barriers when implementing IBM Lotus Notes within selected Chinese
organizations. Future research directions are presented at the end of
this chapter.
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Chapter 2

Knowledge

Management Definitions and
Concepts

2.1 Introduction
How to cross-culturally implement KMS is a relatively ‘untouched’ area
in the KM literature. Enough is known to indicate that if these systems
are used by people with professional or national culture backgrounds,
which differ from those of the designers, features intended to support
knowledge generation and sharing may actually inhibit these processes
(Branch, 1997 p. 83). This chapter explores this issue from a theoretical
perspective.

An introduction of the basic concepts of KMS is provided at the
beginning of this chapter. Key concepts, such as knowledge, Knowledge
Management (KM) and Knowledge Management System (KMS) are
defined through a cultural lens, which clearly places this ‘underserved’
area in the literature context. The chapter then establishes the
relationship between the KMS product Lotus Notes and Nonaka’s theory,
because it will become an important criterion in the selection of
candidate organisations for the research. By doing this, the chapter
confirms the need to investigate culture in the following chapter.
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2.2 Definitions of Knowledge
Discussions about knowledge can be long and complex. As Takeuchi {,
2001 #24 p. 317} observes, knowledge has been a central subject to
debate in philosophy and epistemology since the days of Plato and
Socrates. The definitions of knowledge are vary over time and from
country to country. Since knowledge management has a
multi-disciplinary basis, scholars define knowledge in a variety of
perspectives. Therefore, there is no standard definition for knowledge
in the knowledge management field.

Table 1 gives an overview of three popular definitions of knowledge.

Wiig (1993)
Beckman
(1999)
Oxford
Dictionary

Knowledge includes truth, perspective, concept, judgment,
expectation, methodology and know-how.
Knowledge is a logic reasoning of data and information, it can
promote the performance of work, decision making, problem solving
and study of human.
Knowledge is facts, information, and skills acquired through
experience or education; it is the theoretical/practical understanding
of a subject.

Table 1 Popular Definitions of Knowledge

As presented in the Table 1 above, Wiig (1993) deemed that knowledge
was generated from experience and judgement. While Beckman (1999)
claimed that knowledge was “a logic reasoning of data and information”.
These two definitions of knowledge indicate significantly different
assumptions about knowledge. One emphasises the lived experience of
generating knowledge while the later separates knowledge from such
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processes. Interestingly, the Oxford Dictionary’s definition of
knowledge incorporates both points of view on knowledge.

Definitions of knowledge are heavily influenced by cultural factors.
Recent research in organizational learning indicated that knowledge
sharing, communication, and learning in organizations are profoundly
influenced by cultural values of individual employees (Hofstede, 2005,
Hambrick, 1998, Hutchings, 2004, Pfeffer, 2000). Furthermore, studies
of cognitive strategies and methods of learning and knowledge
generation suggest that cognitive styles differ by national and ethnic
cultures (korac-Kakabadze, 1999). Different ethnic groups have been
found to have different preferences for symbolic versus semantic
learning and cognition, and for different forms of verbal and visual
presentation of information and learning content (Ginsburg, 1981).

Therefore, understanding the range of definitions of knowledge is
arguably an important pre-requisite for successful implementing KMS
cross-culturally. The following sections help to build a conceptual
framework by describing a dichotomy that has been found to exist
between Western and Eastern definitions of knowledge. The Western
perspective and the Eastern perspective are characterised by
Fernandez et al. (2004) as an objective view and subjective view
respectively.

2.2.1 The Western Perspective of Knowledge Definition
One of the most significant characteristics of the Western approach of
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knowledge definition is that knowledge is believed to be related with
data and information (Tiwana, 2002). It is believed that Western
theorists show central preoccupation with codified repositories and
information processing as enablers of explicit objective and systematic
knowledge (Collins, 1993, Baxter, 1999, Cohen, 1990, Leonard-Barton,
1995). They believe organization is a machine for “information
processing” (Nonaka and Takeuchi, 1995 p. 13). Therefore, “hard”
knowledge, which means formal and systematic, is considered more
useful than “soft” knowledge, which means informal and subjective
(Nonaka, 1998b p. 40). Based on this knowledge definition approach,
knowledge is studied in a systematic way

Hierarchical structure is a common way to present relationships among
data, information and knowledge, where the relationship is primarily
unidirectional. To make this simple, the hierarchical structure of
knowledge is that data supporting the generation of information, which
is in turn used to generate knowledge (See Figure 2).

Figure 2 Data, Information and Knowledge
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Unlike data, information has comprehensive relations. In other words,
it has meaning, purpose and relevance. The implication is that data
becomes information when meaning or value is added to improve the
quality of decision making.

Scholars have largely unified perspectives of data and information in
comparison to knowledge. Several scholars have created taxonomies to
define and clarify knowledge in their studies. Economic-based
publications frequently make use of Ryle’s (1949) distinction between
know-that and know-how (practical knowledge) (Kogut, 1988p. 441).

In a word, data can be classified as raw numbers, images, words and
sounds derived from observation or measurement. Information
represents data arranged in a meaningful pattern. Unlike information,
knowledge is about beliefs, commitment, perspectives, intention and
action (Nonaka, 1994 p. 15).

The implications of this dominant understanding is that a Western
perspective reflects an understanding of data and information as being
largely culture free (Pickering, 1995). Thus, a Western perspective is
not likely to give due credence to culture when implementing KMS in
non-Western contexts (Takeuchi, 2001 p. 320).

2.2.2 The Eastern Perspective of Knowledge Definition
Differing from Western perspective, Eastern perspective of knowledge
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considers that knowledge is more subjective. Plato (369 BC) defined
knowledge as “justified true belief”. In traditional Western epistemology,
“truthfulness” is the essential attribute of knowledge, which means
knowledge is “absolute, static and non-human” (Nonaka, 1998). It is
argued by many Eastern researchers that this view ignores the other
side of knowledge, which is dynamic, humanistic and relative (Nonaka,
1998). Furthermore, Nonaka stated that the Western perspective of
knowledge is “static and passive” (Nonaka, 1998). He deemed that
Western organization is designed as an information machine. In other
words, in such an environment, knowledge has little difference with
information.

In contrast, the Eastern perspective of knowledge focuses on “justified”
rather than the “truth” aspect of belief. As Nonaka said

“The centre-piece of the Japanese approach is the recognition that
creating new knowledge is not simply a matter of processing
objective information. Rather, it depends on tapping the tacit and
often highly subjective insights, intuition, and hunches of individual
employees and making those insights available for testing and use
by the company as a whole”
(Nonaka, 1991, p. 38)

In brief, knowledge is not simply derived from information and data.
Knowledge is deposited information and data, which has been
reproduced by human beings. For example, in many Japanese
organizations, creating new knowledge is not a specialized activity
which is conducted by every employee in this organization, not only by
R&D department (Nonaka, 1991). It is strongly believed in Japanese
organizations that knowledge is oriented from individual’s mind. It
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should work through a particular reproduction process in order to
transform such individual knowledge into organizational knowledge
valuable to the organization as a whole (Nonaka et al., 1998).

Thus, based on approaches on different epistemologies, the definition
of knowledge can be classified into two categories, the Western and the
Eastern ways. Figure 3 distinguishes these two definitions.

Figure 3 Perspectives on Knowledge

As Figure 3 summarises, there are two main streams of the definition of
knowledge: objective view and subjective view, or the Western way and
the Eastern way of knowledge definition. The objective view downplays
the significance of culture. It mentions knowledge as an independent
object which is free from its context. In practice, this perspective tends
to highlight the importance of computers for the ways it can store and
distribute codified knowledge. Scholars who hold this perspective have
an assumption that knowledge is homogeneous from culture to culture.
On the other hand, the subjective view of knowledge as “true justified
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belief” highlights relationship between knowledge and its cultural
context. It deems that knowledge is a culture-bound concept. In
practice, this perspective maps out a role for IT as a vehicle to enhance
relationship between culture and knowledge.

2.3 Knowledge Management
2.3.1 Knowledge Management Definitions
Since knowledge management became a popular phrase in the
mid-1990s, researchers have laboured under the burden of varying and
sometimes vague definitions of the term. Unfortunately, as with the
definition of knowledge, it is a question which is too hard to give a
widely acceptable answer. The definition of knowledge management
has changed from over time as it has adjusted to different business and
research environments. Thus, it is potentially useful to list some of
these definitions and find out which is the most suitable one for the
context of this study.



“Knowledge management is the process of gathering a firm’s
collective expertise wherever it resides in databases, on paper, or in
people’s head and distributing it to where it can help produce the
biggest payoff” (Hibbard, 1997, p. 46);



“KM is really about recognizing that regardless of what business you
are in, you are competing based on the knowledge of your
employees.” (Johnston, 1998, p. 99);
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“Knowledge management is a framework, a management mind-set,
that includes building on past experiences (libraries, data banks,
smart people) and creating new vehicles for exchanging knowledge
(knowledge enabled intranet sites, communities of practice,
networks)” (O’Dell et al., 1998);



Knowledge management (KM) is “a trans-disciplinary approach to
improving organizational outcomes and learning, through
maximizing the use of knowledge. It involves the design,
implementation and review of social and technological activities and
processes to improve the creating, sharing and applying or using of
knowledge.” (Standards Australia, 2005);

At this point it is necessary to analyse each of the definitions. The first
definition is a view of KM from an information management approach,
which indicates knowledge management is the next phase of
information management. This kind of KM definition is most readily
associated with a Western perspective as explained previously, which
views knowledge as directly derived from information and data. This
angle mainly focuses on technological factors, such as creating
communication channels, automating processes to manage information
and building databases to store information.

One observation that can be drawn is that little attention is given to
culture. Since this definition fails to distinguish the difference between
information and knowledge and does not explicitly recognise cultural
factors, it is not an appropriate definition of KM for this study.
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The second KM definition identifies "employees" as being the sole factor
in knowledge management. Therefore it can be understood as a human
resource management approach. People are sometimes used to
represent the intangible knowledge assets of companies (Martensson,
2000 p. 211). It stresses the management of staff and how to inspire
them to share knowledge. At the same time, KM is simply regarded as
an advanced version of human resource management (HRM).
Defenders of this perspective also cannot distinguish between the
definition of information and knowledge. This explanation of KM is a
useful part of KM in terms of managing people but provides little
direction about how to implement IT (Dean, 2005 p.20).

The third description of KM represents studies that associate KM as
being purely a consequence of management action. This perspective
emphasizes the need to choose frameworks and models that are most
suitable for the business in question. Lacking of systematic guidelines is
the major problem with this approach of KM.

Finally, the last definition overcomes the failure of the last method to
provide a systematic approach. This definition successfully synthesizes
the previous three kinds of explanation of knowledge management and
develops them to a higher level. This definition considers organization
as a whole system, highlights the importance of KM in organizational
outcomes and learning. This definition also adopts the idea of cultural
knowledge. Thus, the core component of this definition is the
organizational culture. This definition can also connect known and
unknown knowledge together and encourage employees to share
knowledge. In other words, this is a people-focused knowledge
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management definition that specifies a role for IT. Technology is just a
tool to assist an organization to accomplish creating, codifying, sharing
and revising of knowledge. This is called “people-centric technology” in
the KM works of Standards Australia. In addition, intellectual capital is
considered the most important assets of any organizations.

Considering the culture approach of this study, this thesis will be
developed based on the fourth definition of KM which is listed above.

2.3.2 Knowledge Creating Theory
According to Standards Australia (2005), Nonaka and Takeuchi’s
knowledge creating theory is a dominant knowledge management
research framework which is based on culture. This theory stands out
as an appropriate research model for this study for many reasons.

2.3.2.1 Tacit and Explicit Knowledge Dichotomy
Nonaka’s exploration of Polanyi’s (1958) distinction between tacit and
explicit knowledge is one of the most important contributions in KM
history. Generally speaking, tacit knowledge is often subconscious,
internalized, and the individual may or may not be aware of what he or
she knows and how he or she accomplishes particular results. At the
opposite end of the spectrum, explicit knowledge is more conscious
which individual holds explicitly in mental focus, and may communicate
to others. In the popular form of the distinction, tacit knowledge is what
is in our heads, and explicit knowledge is what we have codified
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(Nonaka, 2003).

The knowledge dichotomy of explicit and tacit dimensions was initially
proposed by Polanyi (1966) in the 1950s. In the early 1990s, Nonaka
(1991) systematically used these concepts to propose his theory of
knowledge-creating company which culminated in a landmark book
written with Takeuchi called the Knowledge-Creating Company (Nonaka
and Takeuchi, 1995).

The key to successful innovation is explained by Nonaka and Takeuchi
as being dependent on the mobilisation and conversion of tacit
knowledge. This is explained through the use of two dimensions of their
model.



Ontological. An organization cannot create knowledge without
individuals. The organization supports creative individuals or
provides contexts for them to create knowledge in. Therefore, the
ontological structure is demonstrated as follows:
Individual-Group-Organization-Inter Organization.



Epistemological. The epistemological dimension of their model is
represented at each extreme by tacit and explicit knowledge.
Tacit knowledge is not easy to visualise and express. As a
consequence it is highly personal and hard to formalise. Explicit
knowledge by contrasts can be expressed in words and numbers
and can easily be communicated and shared in the form of text.

Thus, the knowledge conversion can be defined as interaction between
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these two knowledge forms where “tacit and explicit knowledge interact
and interchange into each other in the creative activities of human
beings. Knowledge is created through social interaction of the two types
of knowledge” (Nonaka and Takeuchi, 1994)

The role of culture within this model is significant. As Takeuchi (2001)
pointed out, because of the culture differences between Eastern
countries and Western countries, KM practices can be seen to reflect
these differences. For example, in America, a large part of work which
related to knowledge is concentrated in collecting, publishing, re-using
of existing knowledge. Explicit knowledge is the main object of Chief
Knowledge Officers (CKO) and knowledge workers. Knowledge
investment is measured by Return on Investment (ROI) and net
benefits. However, in Japan (a typical Eastern country), using tacit
knowledge to create new knowledge is the main focus of organizations.
Tacit knowledge is considered vital for innovation and long term
development of organizations. Japanese organizations pay more
attention to foster knowledge creating environments, including time
and space to help exchanging tacit knowledge, encouraging employees
to share their tacit knowledge and utilizing knowledge in the processes
of innovation. Success is measured by a long term capability to succeed
through innovation. (Nonaka and Takeuchi, 1995)

The spiral-type conversions between explicit knowledge and tacit
knowledge, such as the “Socialization Externalization Combination
Internalization model” (SECI model), soon became a convenient
analytical framework on knowledge activities in business organization.
In other words, to better understand Nonaka’s knowledge creating
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theory, it is necessary to revisit the fundamental points of tacit and
explicit knowledge in the model and provide a critical review on the role
of tacit and explicit knowledge in the context of organization.

2.3.2.2 SECI Transformations
Professor Nonaka and Takeuchi proposed the SECI model concerning
knowledge creating processes to understand the dynamic nature of
knowledge creation, and to manage this process effectively. It consists
of two major elements:



SECI knowledge conversion model;



“Ba”.

The creation of knowledge is a continuous process and deeply rooted in
dynamic interactions between tacit and explicit knowledge. The four
modes of knowledge conversion interact in the spiral of knowledge
creation. This spiral becomes larger in scale as it moves up through
organizational levels, and can trigger new spirals of knowledge
creation.
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Figure 4 Knowledge Spiral (adapted from Nonaka’s knowledge creating theory)



Socialization: Sharing tacit knowledge through face-to-face
communication or shared experience. An example is an
apprenticeship.



Externalization: Developing concepts, which embed the combined
tacit knowledge and which enable its communication.



Combination: Combination of various elements of explicit
knowledge. Building a prototype is an example.



Internalization: Closely linked to learning by doing, the explicit
knowledge becomes part of the individual's knowledge base (e.g.
mental model) and becomes an asset for the organization.

2.3.2.3 The Concept of “Ba”
The concept of “Ba” was originally proposed by the Japanese
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philosopher Kitaro Nishida and was further developed by Shimizu. “Ba”,
which means “place” in English, can be thought of as a shared space for
emerging relationships. Nonaka defined “Ba” as a shared context in
which knowledge was shared, created and utilized through interactions.
Because Knowledge needs a context to be created as it is
context-specific, “Ba” provides such a platform to create knowledge.
“Ba” also integrates the participants and the nature of the participation
into one context. This context is social, cultural, and even historical,
providing a basis for one to interpret information, thus creating
meaning, thus becoming knowledge (Nonaka, 1998b p. 45).

“Ba” is not necessarily just a physical space or even a geographical
location - like a room or a house or a city - but a time and space nexus
as much as a shared mental space. The argument here will emphasize
the cognitive dimension of this space. “Ba” is an interaction space
involving language and communication. Knowledge is created through
the interactions among individuals or between individuals and their
environments. Furthermore, “Ba” is the context shared by those who
interact with each other, and through such interactions, those who
participate in Ba and the context itself evolve through
self-transcendence in creating knowledge. In other words, participants
are not bystanders (Nonaka, 1998b p. 47).

Nonaka also proposed that “Ba” sets a boundary for interactions by
creating contexts of different ontological levels, and is at the same time
boundary-free by allowing for a fluid flow of knowledge through these
levels showing the ontological plurality of “Ba”. According to this view,
any form of new knowledge can be created regardless of the business
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structure as Ba transcends beyond formal business structures. Changes
in “Ba” take place at both the micro and macro levels. Membership in
community should not be confused with “Ba”, where membership is,
according to Nonaka et al. (2000), not fixed. They change in the same
way as networks, which are more flexible structures.

There are four types of “Ba” that correspond to the four stages of the
SECI model. Each category describes a “Ba” especially suited to each of
the four knowledge conversion modes. These “Ba”s offer platforms for
specific steps in the knowledge spiral process. The diagram illustrates
the various types of Ba, each offering a context for a specific step in the
knowledge-creating process.

Figure 5 Four Categories of “Ba”

Examples of the categories, using Seven-Eleven (Japanese
convenience shops):



Originating Ba: the shop floor, it enables people to interact with each
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other and with customers.



Dialoguing Ba: the tacit knowledge of local employees is used to
create sales forecasts, in dialogue with each other.



Systemizing Ba: the forecasts of sales are tested against the sales
results and are fed back to the local stores.



Exercising Ba: using this information, and comparing it to reality,
staffs improve their skills and ability to make the forecasts.

Knowledge is embedded in “Ba”, where it is then acquired through one’s
own experience or reflections on the experiences of others. In Nonaka’s
Knowledge Creating Theory, if knowledge is separated from “Ba”, then
it turns into information, which can then be communicated
independently from “Ba”. In contrast, if information is interpreted or
transferred within “Ba”, it turns into knowledge. In Figure 6 below
shows such two ways of transforming of knowledge and information.

Figure 6 Two Ways of Transforming of Knowledge and Information
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Normally, there are “Ba”s from many different levels. These “Ba”s may
be connected to form a greater “Ba” (known as a “Basho”). An
individual is accepted by other team mates when he or she enters the
“Ba” of teams. Just as the “Ba” for individual is the team, the
organization in turn is the “Ba” for the teams. Finally, the market
environment is the “Ba” for the organization. “Ba” is a fundamental
concept for knowledge creation theory, and this creative process is
amplified when these entire “Ba” conjoin to form a “Basho”.

2.3.3 A Critical Review and Research Gap of SECI
Model
The work of Nonaka was conducted during the 1980s when Western
management ideas very much embraced the success stories of
Japanese manufacturing industry. Today, the belief in Japanese system
has somewhat shifted. Although Nonaka’s knowledge creating theory
and SECI model is considered as one of the most important theories in
the KM research field, there are also some critical points argued that
this theory is highly context specific and could not be used
internationally or cross-culturally.

One viewpoint said that the life time employment that was once
considered to be strength (and which many of the basic principles of
Nonaka indirect build on) is now more of a Japanese corporate curse.
Young employees are starting to rebel against a system that demands
absolute loyalty to the company as well as a deadening work pace. How
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this will develop in the future in unclear, but it does seem that Japan’s
younger generation ‘lacks’ the sacrifice mentality of its parents and
they will not to work as hard as its parents without substantial rewards
(Kemlin, 1995).

Also, Glisby (2003) in his research paper showed concern on the
cross-culture dimension of Nonaka’s theory. He claimed that “Given its
Japan-specific nature, therefore, Nonaka’s model cannot uncritically be
transferred to a non-Japanese context and have the equivalent
explanatory power” (Glisby, 2003)

While these words of caution are sensible it would be mistake not to
explore further the potential of Nonaka’s knowledge creating theory in
non-Japanese contexts. For example, Wier and Hutchings (2005) used
Nonaka’s framework to study knowledge management in both Arabic
countries and China and found it a potent framework for analysis.
They state, “In the case of China, … are remarkably similar to the
Japanese situation that Nonaka and Takeuchi describe, as the Chinese
are also highly networked, hold tacit knowledge within these networks
and are prepared to make this knowledge explicit …” (Weir, 2005) In
addition, Nonaka’s knowledge creating theory is considered one of the
underpinned theories in contemporary KM research (Swan, 2001). It is
appropriate to adopt this theory as one of the core analysing theory in
this study.
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2.4 Knowledge Management System
Even though considerable disagreements were found in the literature
and business practice about what exactly KM is, a number of
researchers and practitioners stressed the importance and usefulness
of ICT as enabler or vehicle for the implementation of these approaches.
Knowledge Management Systems (KMS) have the potential to
overcome the shortcomings of current practices of business
engineering with respect to organizational performance in different
countries (Maier, 2002 p. 79).

It is a commonplace in the knowledge management literature to read
about all-important linkages between KMS and competitive advantage.
The rapid uptake of KMS in organisations indicates a desire to acquire
and better use knowledge which is identified as one of the most
important organizational assets in 21st century. IT research forecasted
in a study on KM that the market for KMS in Europe and North America
would grow from US$400 million in 1999 to around US$1.5 billion in
2002 (Nescio, 2000 p. 1). This also indicates that study on KMS is of
both social and economic benefits.

This section is presented in order to develop an understanding of the
nature and form of contemporaneous KMS. In the beginning, a brief
history of KMS demonstrates six important KMS development stages in
the literature. Then, a definition of KMS is given, inheriting from the
definition of knowledge and KM. In order to explore KMS in depth, KMS
architecture and KMS classification are discussed, especially
highlighting the cultural factors which lie within KMS. At the end of this
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section, IBM Lotus Notes is examined in detail, since it will be adopted
as a research vehicle in the latter stages of this study.

2.4.1 Brief History on KMS
By reviewing the history of KMS development, the researcher
categorized such development processes into six stages. Figure 7
shows the development progress of KMS in a chronological order.

Figure 7 the History of KMS

The first stage, which is from the invention of computer to the 1970s, is
the beginning of information technology. There is no connection
between different computer programs. Each stand-alone computer
terminal stores and processes data individually (Levy, 1984 p. 12).

The second stage, in the mid of 1970s, the data management
technology is developed for integrating data from different computer
programs. The milestone of this stage is the invention of Data Base
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Management System (DBMS). DBMS is used to collect and manage data
from different computers and control the database to run in variety
ways (Freiberger, 1984 p. 34).

The third stage, around the mid of 1980s, data modelling and data
processing standards are designed, in order to integrate different types
of data. An example for this stage is the relationship database
(Freiberger, 1984 p. 36).

The fourth stage, at the end of the 1980s, more complex and advanced
data modelling method and database management method has been
developed. The horizontal data integration between each department of
organization is the main purpose of this research. SQL program
language becomes the standard of defining, operating and searching
data (Tiwana, 2002 p. 11).

The fifth stage, in the 1990s, is the information technology boom era.
Information is considered as an important competitive advantage of
organization. With the development of Object-Oriented Programming
(OOP) technology and computer network, information system can
manage information and analyse data in a more automatic and effective
way. Data-mining, data warehouses, ERP and document management
are implemented generally (Brown, 2000 p.38).

The last stage, from the late of 1990s to the beginning of 21st century,
is the development of knowledge management technology. Developed
from data management technology, information technology and
internet technology, knowledge management technology is becoming
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an important instrument for leveraging organizational learning ability
and business process re-engineering (Burrows, 2005 p. 5). KMS,
customer relationship management, portal website, artificial
intelligence, content management, semantic web are developed to
solve more difficult problems which cannot be explained by traditional
information technology (Dean, 2005 p. 9). In general, the methods and
techniques from data management technology and information
technology are the fundamentals tools for KMS.

2.4.2 Definition of KMS
As in the case of the terms knowledge and KM, Knowledge Management
System (KMS) can be viewed from different perspectives.



A definition that focuses on ICT support for the KM life cycle and/or
for specific organizational instruments which are implemented as
part of a KM initiative;



A definition that focuses on the proposed analogy between human
and organizational information processing, learning and memory;



A definition that reviews a set of functions that are part of KMS as
offered on the market;



A definition that encompasses extensions and/or the integration of
existing software tools, such as Intranet solutions, document
management systems, workflow management systems, groupware,
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AI technologies, communication systems.

(1997 p.45) focuses on ICT support for organizational memory. He
stresses the differing viewpoints of the various disciplines that use
Organizational Memory Systems (OMS) as their research object. Lehner
et al., (1997, p.163) insists that OMS, as well as KMS, should focus on
"a technological view". In addition, Stein et al. (1995, p. 95) define KMS
as “a system that functions to provide a means by which knowledge
from the past is brought to bear on present activities, thus resulting in
increased levels of effectiveness for the organization”. This kind of
definition stresses the importance of information and knowledge of the
past. It reflects the Western perspective of the definition of knowledge.
Explicit knowledge or codified knowledge has been a major object, and
KMS is considered as a tool to organization of these objects, to help
organizations. Employees are basically viewed as knowledge bearer.

Since the beginning of the 21st century, there has been a shift in
perspective of KMS vendors as well as organizations applying those
systems from this focus on the explicit side of KM to a combination and
integration of the implicit side of KM. Advanced tools supporting
collaboration or collectives of people working together (teams,
communities), tools linking knowledge providers and seekers as well as
e-learning functionality have been integrated into many KMS.

Such perspective reflects the Eastern definition of knowledge. People
are deemed as the central object by these KMSs, not only explicit
knowledge, but also tacit knowledge are considered both as part of
“corporate capital” (Swan, 1999 p. 264)
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The existence of a similar term - IMS (Information Management System)
provides a useful contrast to better define KMS. The thesis will rely on
Mairer (2002, p. 83) uses this contrast to define KMS which will be used
in this thesis.

“Knowledge Management System (KMS) is an IMS system in the
sense of an application system or an IMS platform that combines
and integrates functions for the contextualized handling of both,
explicit and tacit knowledge, throughout the organization or that
part of the organization that is targeted by a KM initiative. A KMS
supports networks of knowledge workers in the creation,
construction, identification, capturing, acquisition, selection,
valuation, organization, linking, structuring, formalization,
visualization, distribution, retention, maintenance, refinement,
evolution, accessing, search and last but not least the application of
knowledge the aim of which is to support the dynamics of
organizational learning and organizational effectiveness”
(Maier, 2002p. 83)

From this definition it is clear that KMS represents a more sophisticated
and strategic understanding of how to manage information and
knowledge when compared to earlier approaches by management
which appears to mirror conceptual developments within KM research
(see Section 2.3.1).

2.4.3 KMS Architecture
Recognition of the tacit-explicit dichotomy provides concepts that
better describe the functions of KMS. Zack classifies KM tools and
systems into two segments: KMS with an integrative architecture and
KMS with an interactive architecture (Zack, 1999 p. 50).
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Figure 8 knowledge management system architecture

Figure 8 shows the two KMS architecture proposed by Zack (1999). The
integrative architecture of KMS means that a sequential flow of explicit
knowledge into and out of the system. In other words, KMS becomes
the primary medium for knowledge exchange, “providing a place for
members of a knowledge community to contribute their knowledge and
views” (Zack, 1999, p51). Example of the integrative architecture KMS
are electronic publishing, organizational periodic newsletter and a
well-organised database system.

On the contrary, the interactive architecture of KMS is primarily focused
on “supporting interaction among people holding tacit knowledge”. In
this situation, KMS acts as a bridge to dynamic connect knowledge
provider and knowledge consumer. Normal examples of interactive KMS
are on-line chatting space, distant education system and forum.

This classification can also correspond to two main directions of KM
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research, human orientation and technology orientation. Similar
classification is made by Hansen et al. (1999) distinction of KM
strategies into a personalization versus a codification strategy.

2.5 IBM Lotus Notes
2.5.1 Background of IBM Lotus Notes
IBM Lotus notes has been selected for closer analysis in this study
because it will eventually form the basis for comparison in the research
investigation later. As stated in chapter 1, many organizations and
individuals considered that IBM Lotus Notes is one of leading KMS in the
world. However, as a client-server collaborative software and e-mail
system, could IBM Lotus Notes really be competent for KM? In January
1998, Lotus Development Corporation published a white paper
explaining the relationship between Lotus Notes and KM. In this white
paper, Lotus Development Corporation presented the “Lotus Knowledge
Management Framework” to the public. This framework identified four
basic business goals which can successfully support knowledge
management: innovation, responsiveness, productivity and
competency. Below are detail definitions of these four business goals:



Innovation: Finding and nurturing new ideas, bringing people
together in “virtual” development teams, creating forums for
brainstorming and collaboration, for example online chatting,
brainstorming, conference and internal networking;



Responsiveness: Giving people access to the right information when
49

then need it, so they can solve real business problems in a more
time efficient way. For example problem solving technology,
strategizing for daily work, coordinating for each process of
organization operation;



Productivity: Capturing and sharing best practices and other
reusable knowledge assets to shorten cycle times and minimize
duplication of effort, for example reusing existing knowledge,
discovering tacit and explicit knowledge, optimizing knowledge
storing;



Competency: Developing the skills and expertise of employees
through on-the-job training, online training, and distant education,
for example online studying and training courses, apprentice,
browsing, and e-reading (Lotus, 1998).

Also, the Lotus development team found that these four strategic
business goals are functions on two dimensions: collaboration and
organizational scale (Lotus, 1998):



Collaboration: “the process of creating, sharing and applying
knowledge involves varying degrees of collaboration.” (Lotus, 1998)
Different knowledge activities have a different degree of
collaboration. For example, knowledge activities related to
innovation and responsiveness are much more collaborative than
knowledge activities related to productivity and competency.



Organizational Scale: “the extent to which knowledge management
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activities and output can be leveraged throughout the organization.”
Lotus (1998) believed that a company can only perform well in the
productivity and responsiveness sector, innovation and competency
occur on a small scale, such as individual or work group level.

The Lotus Knowledge Management Framework which summarised the
design of IBM Lotus Notes’s knowledge management functions is
demonstrated in Figure 9.

Figure 9 Lotus Knowledge Management Framework（Lotus, 1998）

2.5.2 The Relationship Between IBM Lotus Notes and
SECI Model
There are many natural connections between IBM Lotus Notes and
Nonaka’s SECI model.

Firstly, according to the Lotus white paper (1998), some of the basic
concepts are directly derived from Nonaka’s knowledge creating theory.
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For example, they believed that

“…Knowledge travels through a process that transforms it from
tacit (that is, locked inside the heads of information system,
databases and the heads of employees) to explicit (captured and
packaged in reusable and searchable form), and back to tacit,
where it is learned and used by others throughout the
organization…”
(Lotus, 1998)

Thus, IBM Lotus Notes contains tacit and explicit conversion, knowledge
spiral and knowledge assets concepts in their vision of developing IBM
Lotus Notes.

Secondly, the four basic business goals, which are also parts of IBM
Lotus Notes KM framework, mapped the four stages of knowledge
spiral.

The first business goal of Lotus Notes is “innovation”. It means
electronic discussion groups, e-forums, BBS and online-chatting. Such
techniques can help employees communicate with each other and share
their knowledge. Thus, the “innovation” goal of Lotus Notes makes
reference to processes that are common to “socialization” in the SECI
model.

The second business goal of Lotus Notes is “responsiveness”. It means
combining different knowledge sources together for decision making.
The “combination” process of SECI model seeks to achieve a similar
outcome.
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The third business goal of Lotus Notes is ”productivity”. This business
goal depends on “how well the knowledge created by individuals and
groups can be captured and packaged for reuse by others inside and
outside the company” (Lotus, 1998). The process of “externalization” of
the SECI model also focuses on using individual tacit knowledge for use
by the organisation.

The fourth business goal of Lotus Notes is “competency”. This goal
enhances the process of delivering critical information and training to
employees, so “a company can continually improve the skills of its
people as a regular part of doing business” (Lotus, 1998). The
“internalization” process of SECI model also has the function of
enlarging people’s tacit knowledge through the application of explicit
knowledge.

Therefore, the Lotus Notes Knowledge Management Framework can be
mapped into the SECI model. Figure 10 which shows relationship is
presented below:
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Figure 10 Relationships between IBM Lotus Notes and SECI Model

2.6 Chapter Summary
This chapter addressed some basic concepts of KM and KMS. As stated
in Chapter 1, the research objective of this study is to identify barriers
of successfully implementing KMS in selected Chinese organizations.
Thus, KMS and culture are essential factors in this study. For KMS, it is
important to define basic knowledge management concepts correctly
and clearly, because KM has a cross-discipline characteristic and
different scholars explained KM in different ways. After selecting
suitable definitions of knowledge, KM and KMS, Nonaka’s knowledge
creating theory was discussed in detail. This theory is considered as an
important milestone in the whole KM literature history. It contributes a
theoretical framework of knowledge processes. Nonaka believes that
knowledge is created through the processes of socialization,
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combination, externalization and internalization. With the clear
understanding on KM processes, KMS was then defined and KMS
architectures and classifications were presented. IBM Lotus Notes, as a
vehicle for this study, was then discussed. The researcher explained the
relationship between Nonaka’s SECI model and Lotus Notes.
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Chapter 3

Defining a Cultural

Perspective on Chinese
Organizations

3.1 Introduction
This chapter explores some basic concepts related to cultural factors
that will be ultimately applied to KMS. Firstly, links of culture between
KMS are demonstrated. After this, culture is defined through a review of
literature. Following the general definition of culture, the researcher
explains cultural differences between the East (China) and the West
(USA) in a comparative perspective. In particular, an overview on
Chinese society and its value system are discussed in this section. Then,
the researcher discusses Hofstede’s Culture Dimension Theory in detail.
Hofstede’s Culture Dimension Theory is used to identify factors that
define differences in national cultures. The purpose of this review is to
ultimately develop a research instrument that allows cultural
perspectives of KMS to be investigated.

3.2 The Culture Dimension of KMS
Globalization of business has highlighted the need to understand the
management of organizations that span different nations and cultures.
In these multinational and trans-cultural organizations, there is a
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growing need to utilize Information and Communication Technology
(ICT) to achieve efficiencies, coordination, and communication.
Especially in the field of KM and KMS, the effect of cultural factors has
received limited attention from researchers. This has led to the
assertion by some observers that KMS are limited in their utility
because they have been designed with a North American bias (Nonaka
and Takeuchi, 1995 p. 25).

There are a number of reasons to look beyond these assumptions. First
of all, culture exists with knowledge. As Venzin (1998) noted,
knowledge is “generated in different language systems, (organizational)
cultures, and (work) groups, if the context changes (e.g. culture),
knowledge also changes (new emphasis)”. In other words, knowledge
loses its contextual embeddedness when it travels. It becomes “sticky”
and therefore dramatically tests the absorptive capacity of the receiver
(Brown and Duguid, 1998, pp. 270-271). Different cultures have
different interpretations of knowledge. Therefore, knowledge has a
cultural dimension and cannot be treated as a homogeneous quantity
from culture to culture.

Secondly, the practice of knowledge sharing may vary between cultures
(Davenport, 1998 p. 25). Davenport and Prusak (1998, p. 34) are at
pains to point out: “knowledge sharing must be encouraged and
rewarded”. In other words, people with different cultural backgrounds
are motivated to share their knowledge in different ways.

Current writing about KM in international contexts is dominated by
trans-national corporations and the way in which knowledge is
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transferred among organizational entities. As Gupta and Govindarajan
(2000, p. 473) note: “Knowledge flows within such enterprises occur
not only along multiple directions but also across multiple dimensions”.
For example, the flow of information pertaining to the Brazilian
subsidiaries financial performance over the last quarter to corporate
headquarters, the transfer of packaging technology from a Swedish
factory to one in India, or the transfer of customer service skills from a
Japanese subsidiary to one in the US.

This section draws attention to the importance of culture in KM efforts
and proposes that KMS may be viewed as a boundary spanning system.
The cultural boundary is important for two reasons. First, ethnic
backgrounds and national cultures represent a potential knowledge
asset of the enterprise (Mason, 2003 p. 23). Second, culture is a
significant factor in how people learn, and learning is required for the
organization to take advantage of the potential intellectual assets in the
organization (Mason, 2003 p. 25).

The need to adopt a cultural perspective when studying KMS can be
summed up by the following two reasons.

Firstly, increasing globalisation has highlighted the cultural aspects of
KMS. Global enterprises increasingly turn to Knowledge Management
Systems (KMS) to raise productivity and remain competitive. Although
there is considerable evidence that applications of Information
Technology (IT) for storage and improved access of information help
create value, some observers believe that KMS are limited in their utility
because they have been designed with a North American bias (Nonaka,
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1998a p. 78). The value of KM programs depends not only on the
application of IT but on the individual and organizational learning and
knowledge integration that comes from revealing and using all the
intellectual assets of the organization. This requires a mix of technology
and organizational processes.

Secondly, Zhou (2000) shows that there is only one case studied on the
culture dimension of KMS (see Appendix A and B). The tendency to
ignore cultural background in KM efforts suggests that KMS designers
may be implicitly adopting the “culture-free” hypothesis as a basis for
design. The culture-free hypothesis expresses the thought that there is
universality to organizational design and structures--those
organizations are micro social entities that can exist without reference
to their immediate societal environment. This is in contrast to the
culture-bound view that organizations match their structures to fit their
societal environment (Maurice, 1976, p. 89).

3.3 The Definition of Culture
Much like the definition of knowledge and knowledge management,
there is considerable disagreement as to how to define culture. Various
definitions of culture reflect differing theories for understanding, or
criteria for evaluating, human activity.

The term of culture was first used in this way by the pioneer English
Anthropologist Edward B. Taylor in his book, Primitive Culture,
published in 1871 (Herskovits, 1955, p. 2). Taylor said that culture is
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"that complex whole which includes knowledge, belief, art, law, morals,
custom, and any other capabilities and habits acquired by man as a
member of society." Since Taylor's time, the concept of culture has
become the central focus of anthropology. Taylor's definition of culture
has had a large influence on research into culture (Fumham, 1993, p.
155).

However, Taylor's definition of culture misses out on an important
aspect of culture which is "objective culture". Herskovits (1955) in his
famous book Cultural Anthropology mentioned that “… culture ...
comprises the things that people have, the things they do …”. In other
words, Herskovits believed that culture is the man-made part of the
environment. In his definition of culture, culture consists of two main
parts. One part is subjective part, such as faith, ideality, and social
standards. The other part is objective part, such as buildings, roads,
electronic devices and machines. This definition is a comprehensive
definition. It indicates that the man-made part of the environment,
such as KMS, is part of the culture.

Hofstede’s definition of culture is considered one of the dominant works
in the contemporary study of culture and includes organizational and
national culture. Hofstede defines culture as "mental programmes". He
believed that "a person's behaviour is only partially predetermined by
her or his mental programs: she or he has a basic ability to deviate from
them and to react in ways that are new, creative, destructive, or
unexpected.” (Hofstede, 2005 p. 68). In other words, culture
determines people’s learning, communication, thinking and feeling
behaviours.
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Hofstede's theory emerges as a useful contribution to studying KMS.
His culture definition is supported by his field research on cultural
diversities. He conducted a survey in 40 different countries with
116,000 participants from IBM Corporation. This definition successfully
integrated previous culture definition works. For example, it defines
culture as a comprehensive totality, which is inherent in Taylor’s work;
it also recognizes that culture is not only about what people think, but
also what people do (Hofstede, 1980, p. 285). Thus, this study adopts
Hofstede’s culture definition to conduct the following research.

3.4 Overview on Chinese Culture
Following on from the previous discussion it can be stated that a
national culture is best understood in the values its people hold and the
things these people do.

Chinese culture gives the Chinese people their basic identity. While
there exists great differences in terms of political, social and economic
dimensions between the mainland China and other places where
Chinese culture dominates, it is still possible to identify certain core
cultural values that are held in common by the Chinese people, no
matter where they live: mainland China, Hong Kong, Taiwan or by the
overseas Chinese (Chen, 2005). These core values are unique and
consistent, shaped by a tradition of four thousand years of history and
maintained by the same language. There is only one set of core values
in the Chinese national culture, despite all the differences among these
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people and their societies. This cultural value system is uniquely
Chinese and distinguishes itself not only from Western cultures, but
also from other Eastern culture (for example, Japanese culture) (Wang
et al., 2005, pp. 56-59).

Chinese culture is seen in this study as a set of core values that underlie
social interaction among the ordinary Chinese people and has remained
relatively stable over a long period of time. The focus in this study is on
national culture, in particular, those elements that can be seen both in
the mainland China and among Chinese elsewhere. The contemporary
Chinese culture in the mainland China consists of three major elements:
traditional culture, Communist ideology and more recently, Western
values. The traditional Chinese culture encompasses diverse and
sometimes competing schools of thought, including Confucianism,
Taoism, Buddhism and a host of regional cultures (Wang et al., 2005).

One of the most important thoughts is Confucianism. Confucius (or
Kong Ze, as he is called in Chinese) was an intellectual of humble origins
in China around 500 B.C. “He gains a reputation for wit and
wisdom …and Confucius held a position rather similar to that held in
ancient Greece by Socrates …”(Redding, 1990). Confucianism is the
overriding cultural influence in Chinese societies. The philosophy first
espoused by Confucius some 25 centuries ago still unites the Chinese
people today. Martinsons et al. (1996) claimed that the evolution of the
mandarin governance system on the mainland and the business
networks of the overseas Chinese have both been significantly
influenced by the Confucian cultural tradition and its core values.
Confucianism is based on authoritarian principles, with technical
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expertise and positional power being the basis for this authority (Tang
et al., 1986).

In summary, Confucianism is undisputedly the most influential thought,
which forms the foundation of the Chinese cultural tradition and still
provides the basis for the norms of Chinese interpersonal behaviour
(Pye, 1972). Confucianism is the behavioural or moral doctrine based
on the teaching of Confucius regarding human relationships, social
structures, virtuous behaviour and work ethics.

In Confucianism, rules are spelled out for the social behaviour of every
individual, governing the entire range of human interactions in society.
The basic teaching of Confucius is distilled in the Five Constraint Virtues:
humanity, righteousness, propriety, wisdom and faithfulness (Chen,
1986). Confucius further defined five basic human relations and
principles for each relation, called Wu Lun:

Basic Human Relations

Principles

Sovereign and subject (or master and follower)

Loyalty and duty

Father and son

Love and obedience

Husband and wife

Obligation and submission

Elder and younger brothers

Seniority and modelling subject

Friend and friend

Trust

Table 2 Five Constraint Virtues (Developed from Chen (1986)

Thus, relationships are structured to deliver optimum benefits for both
parties. For each relation, certain behaviour principles must be followed
to ensure a harmonious society. Among these five basic human
relations, three are family relations, which clearly show the importance
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of family in Chinese society. It also reveals the paternalistic nature of
Chinese society. The first two relations, filial piety and loyalty, are
generally deemed the most important; When they are applied to
management, the first and last relations stand out, leading to
paternalistic management styles in both China and Japan (Hsiao,
1990).

It is recognised that China has changed over the past 20 years and is
still changing. So are the nation’s cultural values. Economic reforms and
opening doors to the West have not only changed the social landscape,
but also reshaped the value system. The following section details
research that has quantified these cultural values in relation to the
dominant Western culture of the United States.

3.5 Overview of the Culture Dimension Theory
The thesis now moves from a broad discussion of culture to a more
defined one of Hofstede. Hofstede provided strong evidence that global
solutions to organization and management problems do not exist. Not
only are organizations bound by national cultures, so are the theories
that have been developed to explain and direct their functioning. Thus,
this culture dimension theory enables organizations to deal with culture
issues in a concrete manner. It is considered as one of the most
important milestone in cross-cultural studies (Baumgartel et al., 1982)
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3.5.1 Background of Hofstede's Culture Dimension
Theory
The culture dimension theory of Geert Hofstede (1980, 1991) is
considered as one of the most influential investigations of culture in
corporate settings. In the late 1970s, Hofstede was given the
opportunity to study a large body of survey data about the values of
people in more than fifty countries around the world. These people
worked in the local subsidiaries of one large multinational corporation:
IBM. At first sight it may look surprising that employees of a
multinational company - a very specific kind of people - could serve for
identifying differences in national value systems. From one country to
another, however, they represented almost perfectly matched samples:
they were similar in all respects except nationality, which made the
effect of nationality differences in their answers stand out unusually
clearly (Chen, 2000, p. 52).

By analysing a large number of answers to his survey, Hofstede pointed
out that there were four dimensions that can help identify the influence
of national culture on values and attitude to work of employees. In the
year of 1980, he published the research results in his famous book The
Consequence of Culture that can help identify the influence of national
culture on values and attitude to work of employees. These are Power
Distance, Individual - Collectivism, Masculinity - Femininity and
Uncertainty Avoidance. In the late 1980s, Hofstede repeated his
research while involving more countries and regions. This research not
only confirmed the four culture dimensions, but also discovered a new
culture dimension – Long- or Short- Term Orientation. In the following
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chapters, the researcher demonstrates the detail of these five culture
dimensions.

3.5.2 Five Culture Dimensions
A dimension is an aspect of a culture that can be measured relative to
other cultures.

3.5.2.1 Power Distance Index (PDI)
Power distance Index (PDI) can be defined as the extent to which the
less powerful members of institutions and organizations within a
country expect and accept that power is distributed unequally.
Institutions are the basic elements of society, such as the family, the
school, and the community; organizations are the places where people
work.

In the high power distance context, superiors and subordinates
consider each other as existentially unequal; the hierarchical system is
based on this “existential inequality” (Hofstede, 2005). Organizations
centralize power as much as possible in a few hands. Subordinates
expect to be told what to do. Other phenomena, such as tall
organizational hierarchies, salary systems with wide gaps between
superiors and subordinates, workers relatively uneducated (Hofstede,
2005), proved the existence of such unequally distributed power.
Furthermore, according to Hofstede (2005, p. 66), the ideal boss for
this high power distance organization is the one whom subordinates
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feel most comfortable with and whom they respect most (most likely a
benevolent autocrat).

In the small power distance situation, subordinates and superiors
consider each other as existentially equal. Organizations are fairly
decentralized, with flat hierarchical pyramids and limited numbers of
supervisory personnel. Other observable events, such as salary ranges
are relatively small and workers are highly qualified; also proving that
power is more equally distributed in these organizations. Thus,
privileges for higher-ups are basically undesirable, superiors should be
accessible for subordinates and ideal boss is a resourceful democrat. In
quantifying the difference between the United States and China the
respective scores for Power Distance were 40 and 63 indicating a
significant difference. This indicates that China culture is more
orientated to larger Power Distance attitudes.

3.5.2.2 Individualism and Collectivism (IDV)
This culture dimension is defined as follows. Individualism pertains to
societies in which the ties between individuals are loose: everyone is
expected to look after himself his or her immediate family. Collectivism
as its opposite pertains to societies in which people from birth onward
are integrated into strong, cohesive in-groups, which throughout
people's lifetimes continue to protect them in exchange for
unquestioning loyalty.

Hofstede’s surveys reveal that the relative scores for IndividualismCollectivism between the United States and China are 91 and 21
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respectively. This indicates a huge difference between these two
cultures and justifies deeper analysis in the following descriptions of
this dimension.

The dimension to be identified with individualism versus collectivism
was most strongly associated with the relative importance attached to
the following work goal items, which are developed by the researcher
based on Hofstede’s work (2005, p. 385).

In more individualist societies, employed persons are expected to act
according to their own interest, and work should be organized in such a
way that this self-interest and the employer's interest coincide
(Hofstede, 2005 p. 220). In the individualist society family relationships
at work are often considered undesirable, as they may lead to nepotism
and to a conflict of interest. The relationship between employer and
employee is primarily conceived as a business transaction. Poor
performance on the part of the employee or a better pay offer from
another employer is legitimate and a socially accepted reason for
terminating a work relationship.

Management in an individualist society is management of individuals.
Subordinates can usually be moved around individually; if incentives or
bonuses are given, these should be linked to an individual's
performance (Hofstede, 2005 p. 222).

In more collectivist societies, an employer never hires just an individual,
but rather a person who belongs to an in-group (Hofstede, 2005 p. 340).
The employee will act according to the interest of this in-group, which
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may not always coincide with his or her individual interest. This pattern
of relationships is best known from Japanese organizations (Hofstede,
2005 p. 342). Hiring persons from a family one already knows reduces
risks. Also, relatives will be concerned about the reputation of the
family and help to correct misbehaviour of a family member. The
relationship between employer and employee is seen in moral terms. It
resembles a family relationship with mutual obligations of protection in
exchange for loyalty. Poor performance of an employee in this
relationship is no reason for dismissal.

Management in a collectivist society is management of groups. If the
work group functions as an emotional in-group, incentives and bonuses
should be given to the group, not to individuals. Discussing a person's
performance openly with him or her is likely to clash head-on with the
society's harmony norm and may be felt by the subordinate as an
unacceptable loss of face (Hofstede, 2005 p. 360). Such societies have
more subtle, indirect ways of feedback.

3.5.2.3 Masculinity-Femininity
A society is called masculine when emotional gender roles are clearly
distinct: men are supposed to be assertive, tough, and focused on
material success, whereas women are supposed to be more modest,
tender, and concerned with the quality of life. A society is called
feminine when emotional gender roles overlap: both men and women
are supposed to be modest, tender, and concerned with the quality of
life.
69

In Hofstede’s research, the score of China (51) and America (62) are
close to each other. In addition, this culture dimension focuses on the
work and life balance, which is not the focus of this study. Therefore,
the research will not employ this culture dimension as a research
benchmark.

3.5.2.4 Uncertainty Avoidance
Uncertainty Avoidance Index (UAI) means the tolerance for uncertainty
varies considerably among people (Hofstede 2005). It consists of three
indicators, including rule orientation, employment stability and stress.
In low UAI societies, people are willing to take risks and faithful to the
future, while in high UAI societies behave in an opposite way.

However, some researchers point out that Hofstede has mixed several
contents together in this dimension. Therefore, results of this
dimension can be explained in many approaches (Chen 2005). For
example, in Hofstede’s research, Uncertainty Avoidance Index (UAI)
values for 50 countries and 3 regions. China (scoring 49) has almost the
same score with America (scoring 46). However, Hsee and Weber (2000,
p. 58) in their research conclude that there is no direct connection
between UAI and culture. For example, Chinese are more adventurous
in economic field, while Americans are more adventurous in social field.
Thus, this study will not take this culture dimension as a benchmark.

3.5.2.5 Long-Term Orientation (LTO)
A definition of the fifth dimension is as follows: “Long-Term Orientation
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(LTO) stands for the fostering of virtues oriented toward future rewards
- in particular, perseverance and thrift.” Its opposite pole, Short-Term
Orientation, stands for “the fostering of virtues related to the past and
present - in particular, respect for tradition, preservation of “face,” and
fulfilling social obligations” (Hofstede, 1980, p. 158).

China and America have a huge gap on this culture dimension. In
Hofstede’s research, among 29 countries and regions, China ranked the
first place with the score of 118, while America ranked the 31st place
with the score of 29.

This culture dimension is discovered in the research which was
conducted by Hofstede in the late 1980s. It is a dimension which
focuses on the recognition level of a culture to its tradition. During the
time scope of Hofstede’s research, the Asian economy entered into a
fast developing period, especially the remarkable economic dash of
“Four Little Dragons” (Japan, Korea, Taiwan, and Singapore). There is a
common characteristic among these four countries, which is the high
recognition to tradition and future orientation (Hofstede, 2005, p. 168).
In other words, they refuse the “one-off business”, and want to build a
long term relationship with their partners and customers. Such LTO
culture dimension has a high correlated coefficient with the economic
development speed, which is 0.7. For example, in Hofstede’s research,
LTO can explain the 50% unexpected changes in the economic
development.

Although China has not reached the same economic development as
“Four Little Dragons”. Chen (2005 p. 41) claims that LTO is also valuable
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to explain economy activities in China. Similar culture orientation and
social norms between “Four Little Dragons” and China provides some
comparative foundations for this research. Especially in Taiwan and
Singapore, the culture backgrounds are almost the same as in China.

Figure 11 Long- and Short-term Orientation

Figure 11 demonstrates the difference between Long-Term Orientation
and Short-Term Orientation. The middle point is the target business. On
one hand, a person who is Long-Term Orientated, starts from the edge,
after clearly understand the whole situation; he enters into the main
topic. On the other hand, a person who is Short-Term Orientated, starts
from the main topic, if successful, he starts expanding the relationship.

From the survey results of Hofstede, it is clear that Eastern countries,
such as China, and Western countries, such as America, have
significant differences in three of these five culture dimensions. The
detailed information is listed by Table 3 below:
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PDI

IDV

MAS

UAI

LTO

China

63

21

51

49

118

America

40

91

62

46

29

Table 3 Five Culture Dimensions values of China and America

From Table 3, there are large differences on three culture dimensions,
including PDI, IDV and LTO. Considering the scope of this research and
the result distinctness, therefore, the researcher decides to employ PDI,
IDV and LTO as the benchmark to identify the barriers of successfully
implementing KMS (both theory and system developed from America)
in Chinese organizations.

3.5.3 Limitations of Hofstede’s Theory
There are three important limitations to Hofstede’s theory, according to
a range of reviewers.

First, a number of authors have emphasized the limitations of gathering
data from employees of a single organization in order to make
inferences about national cultures (Robinson, 1983; Sorge, 1983;
Korman, 1985; Tierney, 1990). Second, several reviewers have pointed
out that the dimensions developed from Hofstede’s analysis may be
artefacts of the period in which the surveys were conducted (Warner,
1981; Lowe, 1981; Baumgartel, 1982). Third, questions have been
raised about the validity of inferring values from attitude surveys alone
(Smucker, 1982; Schooler, 1983). Sondergaard (1994) notes that
despite these limitations, Hofstede’s research is widely acknowledged,
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receiving no less than 1,100 direct references in journals between 1980
and December 2002, and has provided the basis for 67 replicated
studies. Among these citations, 293 studies exist in which Hofstede’s
dimensions have been used as a paradigm or conceptual framework
outside their original setting. In view of the absence of a stronger
theory than Hofstede's，this approach appears to be the best option
available for the formulation of a survey investigating cross cultural
adoption of KMS.

3.6 Chapter Summary
This chapter has addressed the basic concepts of cultural issues that
will be applied to KMS. The researcher firstly contended that the culture
should be recognised as one of the most significant factors in the KMS
design and implementation periods. The relationship between culture
and KMS are shown. Then the researcher gave a critical review on the
definition of the concept of culture. Then, in order to put Chinese
context into this study, the overview of Chinese society was presented
and discussed. A set of core values that underpins the whole Chinese
social relationship are demonstrated and explained. The Confucian
dynamics, as one of the most important unique characteristics of
Chinese society, has been discussed in this section in detail. After this,
an overview of Hofstede’s culture dimension theory is carried as the
other core theory for this study. This theory classified culture into five
dimensions, including power distance, uncertainty avoidance,
individualism, masculinity and Long-Term Orientation. The thesis
moves to bring the two core theories of Nonaka’ knowledge creating
theory and Hofstede’s culture dimension theory together for the cultural
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analysis of KMS.
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Chapter 4

Research Methodology

4.1 Introduction
This chapter discusses the research methodology for this study and
justifies the chosen methods. In seeking to identify the barriers of
implementing KMS in selected Chinese organization a descriptive
research method is adopted. Both quantitative and qualitative
information is gathered from knowledgeable users to address the
research questions.

4.2 Purpose of the Research
From the detailed elaborations in Chapter 2, a lot of work has been
conducted in KM with relation to how to improve and support
organizations using KM and KMS in their daily work. However, it is a
challenge for non-Western countries and organizations to take the
advantage of KMS, such as Chinese organizations. This analysis leads
to the following three research questions that the study seeks to
answer:



What is current implementation status of KMS (IBM Lotus Notes)
within selected Chinese organizations?



How is KMS (IBM Lotus Notes) operated in selected Chinese
organizations?
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How does culture affect implementation of KMS (IBM Lotus Notes)?

In order to address these research questions，the thesis brings Nonaka
and Takeuchi's knowledge management theory together with
Hofstede’s theory on culture within organisations.

4.3 Research Methodologies
According to Cavana (2001), the selection of an appropriate research
method is driven by the character of the research. Various factors
contribute to such character such as the nature of the problem, the
purpose of the study and the research questions. Accordingly a
descriptive approach based on Internet survey is adopted.

Surveys are used to collect quantitative and qualitative information
about items in a population. Surveys of human populations and
institutions are common in political polling and government, health,
social science and marketing research. A survey may focus on opinions
or factual information depending on its purpose, and many surveys
involve administering questions to individuals. When the questions are
administered by a researcher, the survey is called a
researcher-administered survey. When the questions are administered
by the respondent, the survey is referred to as a questionnaire or a
self-administered survey (Dillman, 2000).

This study adopts an online survey as the research instrument.
Advantages of using an online system include date quality, response
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rate, cost and speed of response (Bothell & Henderson 2003;
Dommeyer & others, 2004; Shrager, 2001).

First of all, better data quality may be found with online surveys; fields
can be made ‘compulsory’ thus avoiding missing data in key variables,
a single response option can be forced, there are no unreadable
comments which cannot be used and data entry mistakes are avoided
(Cummings & Ballantyne, 1999). HTML online page is preferred over
e-mail because interactive HTML forms and Java scripts can be used to
prevent invalid responses. In other words, HTML forms and Java scripts
can make the survey easier to read and avoid several types of errors,
such as missing questions, typing errors and non-completed answers.

Another reason that online survey is considered more useful is because
online survey’s response rates are higher than paper based surveys
(Ballantyne, 2003). A low response rate is the biggest constrain of
survey method. Due to the limited time frame of this study the prospect
of attaining a sufficient number of responses from a traditional survey
method was considered unlikely. Therefore, online web survey is
adopted.

The third reason to adopt online survey method is that online survey is
often inexpensive and easy to be managed. There is an economic factor
in data collection due to the focus provided by standardized questions.
Saving in costs is found from lower mailing costs and the absence of a
need to have data manually entered. Caution is advised when
considering the cost savings. Hidden costs with online surveys include
the need to maintain a reliable website and ensuring the accuracy of
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survey results (Blackstrom & Nilsson, 2003; Yun & Trumbo, 2000).
Particularly, online survey method helps the researcher to deal with
traditional mail survey method’s “return to sender” problem and
ensures selected respondents can access the survey questions.
Furthermore, only questions of interest to the researcher are asked,
recorded, codified, and analysed. Time and money is not spent on
tangential questions.

In addition, ‘easy to be managed’ also means the response can be
checked immediately once the respondents finished. In this way, the
whole research timeframe is shortened dramatically.

However, disadvantages of survey techniques still exist and can not be
avoided. This includes four different concerns. First of all, online survey
method depends on a subject’s motivation, honesty, memory, and
ability to respond (Ballantyne, 2003; Cody, 1999; Dommeyer & others,
2002; Dommeyer & others, 2004; Hmieleski, 2000; Hmieleski &
Champagne, 2000). Subjects may not be aware of their reasons for any
given action. They may have forgotten their reasons. They may not be
motivated to give accurate answers; in fact, they may be motivated to
give answers that present themselves in a favourable light. These
factors are common to all survey techniques and it is anticipated that
such errors will be minimized through achieving a large number of
respondents.

Another concern is that the respondents are usually self-selected, and
therefore samples will not be truly random (Hmieleski & Champagne,
2000). This presents little concern for this research as survey’s
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techniques will generate descriptive statistics from a knowledgeable
group of respondents and probabilities will not be calculated.

Lastly, survey question answer-choices could lead to vague data sets
because at times they are relative only to a personal abstract notion
concerning "strength of choice" (Ballantyne, 2003; Cody, 1999). For
instance the choice "moderately agree" may mean different things to
different subjects, and to anyone interpreting the data for correlation.
Even “yes” or “no” answers are problematic because subjects may for
instance put "no" if the choice "only once" is not available. In the
absence of stronger datasets this approach will caste significant light on
the problem bearing in mind the questionnaire used in this study is
based on two core theories discussed in the last chapter.

4.4 The Construction of Questionnaire
A reliable questionnaire is one which consists of reliable items. The
following two Chapters describe in detail the construction of the
questionnaire. As a general guide, the following describes processes
that have been undertaken.

A reliable questionnaire item is an item that consistently conveys the
same meaning to all people in the population being surveyed (Berdie,
1986). In order to reach this objective, the researcher used two kinds of
approaches. Firstly, the researcher defined the survey items. Such
items include socialization, externalization, internalization,
combination, power distance, individualist and collectivist, long- and
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short-term orientation. Each of these items has proved reliable in
theories. Secondly, the researcher asked five respondents about the
meaning of each items after they had completed the survey. Each of
these items was clear to them. Therefore, it is believed that the
questionnaire was reliable.

4.5

Conclusion

This chapter addresses the purpose of study at the beginning. The
research objective is to identify barriers of successfully implementing
KMS in selected Chinese organizations. Because of the character of the
study and research questions, online survey is chosen to be the
research method of this study. After collecting data from the
questionnaire, a descriptive statistical method is utilized for data
analysing by using Statistical Package for the Social Sciences (SPSS)
computer software.
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Chapter 5

Identifying Potential
Barriers

5.1 Introduction
In this chapter, potential barriers to successfully implementing KMS in
selected Chinese organisations are identified. This is done by bringing
together the outcomes of Chapter 2 and Chapter 3 which investigate
the application of KMS in organisations and culture respectively. The
analysis identifies a number of potential areas of contention that are
worthy of further investigation by way of a survey instrument

The chapter is organised around the three culture dimensions identified
as important in Chapter 3 from Hofstede’s theory. The outcome of this
analysis is summarised in the final section that records a number of
contentions in table 7 to be tested in the subsequent phase of research.

5.2 Identifying Potential Barriers to KMS
Implementation From Theories
As discussed in Chapter 2 and Chapter 3, there are two main theories
employed in this study: Nonaka and Takeuchi’s knowledge creating
theory and Hofstede’s culture dimension theory.
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On one hand, Nonaka and Takeuchi’s (1995) knowledge creating theory
is considered as one of the most important theories in the KM field. This
theory clearly defined four knowledge processes, within which the tacit
and explicit knowledge interact with each other and generate new
knowledge forms. In order to analyse the effectiveness and efficiency of
KMS for innovation, the analysis examines each process externalization, internalization, combination and socialization –
culminating in the knowledge spiral.

The other main theory for this study is Hofstede’s culture dimension
theory. This theory has developed a strong presence in cross-culture
research by providing five culture dimensions which quantitatively
define significant areas of difference between national cultures. This
study will focus on three of these dimensions power distance,
individualism and collectivism and long or short-term orientation, as
criteria to examine China and US culture, since such culture dimensions
have the most distinct score in Hofstede’s theory. This enables this
research to address the question how these differences affect the
implementation of KMS, what are the actual differences amongst each
culture and how these cultural differences can affect the
implementation of KMS.

Therefore, these two theories together provide a strong foundation for
this study. Furthermore, implementing KMS with a North American bias
in a non American context (culture) (Nonaka and Takeuchi, 1995) can
be represented by the interaction between these two theories.

In the following section, the research shows details about such
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interactions between three culture dimensions from Hofstede’s culture
dimension theory and knowledge spiral from Nonaka and Takeuchi’s
knowledge creating theory.

5.2.1 The Interaction Between Power Distance and
SECI Model
Power distance, the unequal distribution of power over members, is the
essence of organization (Hofstede, 1980). Inequality of power in
organizations is essential for control and for temporarily overcoming
the law of entropy, which states that disorder will increase (Cotta,
1976p. 176). Such unequal distribution can be found in organization
hierarchies and in the relationship of subordinate and superior.

5.2.1.1 Organization Hierarchy
Low-PDI societies usually have flat organization hierarchies. This
indicates that the decision making structure is decentralized. The
hierarchy in organizations is established for convenience, narrow salary
range between top and bottom of organization (Hofstede 1980 p. 254).
According to section 3.5.2.1, this decentralized organization hierarchy
reflects short power distance. Often, flat organization hierarchy means
members in the organization show more respect to each other. They are
work-driven, not human-driven.

In contrast, high organization reflects long power distance within
organization. As mentioned in section 3.5.2.1, this organization
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hierarchy means top management level of organization take charge of
the organization operation, by giving employees orders.

Organization hierarchy has important implications for information flow,
knowledge development and decision making process (Hofstede 1980,
p. 256). For example, flat hierarchical organizations share information
and knowledge in a parallel way, which means subordinates and
superiors acquire and process information and knowledge almost at the
same time. The decision making process is based on opinions of both
subordinates and superiors. Subordinates are more involved in the
decision making process. Conversely, high hierarchical organizations
often distribute information and knowledge in a top-down way. This
means subordinates seldom take part in the decision making process,
and only follow the instruction of top management level.

5.2.1.2 Subordinate-Superior Relationship
The superior-subordinate relationship is the core factor in a
management process (Hodson, 2002). The superior-subordinate
relationship is a basic human relationship that bears resemblance to
even more fundamental relationships earlier in life: those of parent and
child and of teacher and pupil. Both as superiors and as subordinates,
people can be expected to carry over values and norms from their early
life experiences as children and school pupils. In low-PDI societies,
superior-subordinate relationship set to be more equal than that in
high-PDI societies (Hofstede, 2005, p. 57). The ideal superior in
low-PDI society is a resourceful democrat, subordinates expect to be
consulted. Organization has small proportion of supervisory personnel.
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Managers rely on personal experience and on subordinates.

However, in high-PDI societies, because of the highly unequally
distributed power rights, the ideal superior is a “well-meaning autocrat”,
in other words, a good father who sees himself as benevolent decision
maker. Subordinates expect to be told what, when, where, why and
how to do the work. Thus, the organization should have large
proportion of supervisory personnel. Managers rely on formal rules.

5.2.1.3 Other Factors
Work emotion, such as job satisfaction, is the degree of happiness of
member in organization. Relevant evidences that proves the existence
of power distance within organizations is listed in
Table 4.

Superior job

Low PDI

High PDI

Managers feel adequately paid

Managers feel underpaid

Possibilities to escape from role

Frequent role ambiguity and

ambiguity and overload

overload

Manager (increasingly) satisfied

Managers dissatisfied with

with career

career

satisfaction

Instutionalized grievance
channels in case of power abuse
Subordinate job
satisfaction

by superior
Privileges and status symbols for
managers are frowned upon
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No defence against power
abuse by superior
Privileges and status symbols
for managers are expected
and popular

Table 4 Work Emotions (adapted from Hofstede (1980, p. 268))

5.2.2 Implications of High PDI for This Research
When bringing together Hofstede’s insights into power distance
relations and Nonaka’s SECI process, a number of assertions can be
generated. In High-PDI societies, the implication of culture theory to
knowledge creating is that power is distributed unequally from top to
bottom level in the organization pyramid. High-PDI organizations
usually have tall organization pyramids. Information and knowledge are
constrained in many different levels. Subordinates are expected to do
what their superior tells them to do. Therefore subordinates may lack
access to specific knowledge sources, some of which they may need.
Thus, the knowledge creating processes are controlled by rules and
plans.

This implies a KMS system that has a heavy emphasis on controlling
access to explicit knowledge sources and is less concerned with the
socialisation aspects that are required for creativity and innovation.
The analysis suggests that a KMS will need to support SECI knowledge
transformations in specific ways that are appropriate to high PDI
cultures.



The socialization process of knowledge depends on rules and orders.

Subordinates are given little freedom to explore and share new ideas
independently. Opportunities for social interaction are limited by
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organizational rules and top level orders.



The combination process of knowledge depends on plans and is
controlled by managers.

In line with the unequally power relationship, the combination process
of KM is controlled by the top levels of organization.



The externalization process of knowledge depends on immediate
work demands.

Employees are told what to do rather than self-motivated decision
makers. Such a one - way ‘push’ system results in the externalization
process of KM usually carried out by the requests from superior
commands.



The internalization process of knowledge depends on meetings and
training courses.

In high-PDI societies, organizations are structured with many in-groups
(Hofstede, 2005). These learning mode is usually one way (Cohen,
1990), and self-teaching remains at a lower level in China (Chen, 1986).
Such in-group training model has its natural advantages in learning
outcomes and performances. For example, one-way in-group training is
considered as “time effective”. This teacher-centred learning mode
avoids student-group discussions. Also, one-way instructive group
training that does not rely on interaction and discussion can help
organization’s management teams to successfully deliver specific
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knowledge to their employees. Thus, managers can easily control such
group training.

In low-PDI societies, the implication of culture theory to knowledge
creating is that power is distributed more equally from top to bottom
levels in the organization pyramid. Subordinates can be consulted by
their superior. Therefore, the knowledge creating processes can be
achieved through organizational vision rather than highly specified
processes. In other words, the knowledge creating process depends on
personal will. Table 5 demonstrates some evidence between high and
low PDI societies.

Low PDI

High PDI
Subordinates expect to be told;

Subordinates expect to be consulted;
Consultative leadership leads to

Authoritative leadership and close

satisfaction, performance, and

supervision lead to satisfaction,

productivity;

performance, and productivity;
Subordinates influenced by formal

Subordinates influenced by bargaining

authority and sanctions;

and reasoning;

Information constrained by hierarchy;
Centralized decision structures; more

Decentralized decision structures; less

concentration of authority

concentration of authority;

Managers rely on formal rules;

The ideal superior is a resourceful

The ideal superior is a well-meaning

democrat, sees self as practical, orderly,

autocrat or good father, sees self as

and relying on support;

benevolent decision maker.

Table 5 The Comparison of low and high PDI Societies (Hofstede, 2005, p.55)

As the opposite side of the analyses above, assumption of each process
of KM can be concluded as follow:
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The socialization process of knowledge depends on the peer-to-peer
relationship.

Subordinates are supposed to be consulted by their managers or
superiors, based on their needs.



The combination process of knowledge depends on practical needs.

According to the more equally distributed knowledge and information,
the whole decision making system is decentralized and less
concentrated by top managers. Therefore, the combination process of
knowledge is activated when there is an actual need, not by manager
commands.



The externalization process of knowledge depends on creating
individual competitive advantage.

Because of less strong behaviour control from managers, employees
are assumed to be self-motivated decision makers. Such a ‘two way
push system’ results in the externalization process of KM usually carried
out by creating individual competitive advantages, such as earning
others’ respect, acquiring bonus and getting promotion.



The internalization process of knowledge depends on personal
needs.

In low-PDI societies, subordinates and superiors consider each other as
“existentially equal” (Hofstede, 2005). In addition, they believe that
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their organizational structure is established for convenience and “roles
may be changed” (Hofstede, 2005). Thus, the internalization process
should be carried out by individual.

5.2.3 Individualism and Collectivism
Individualism and collectivism is the key difference between Chinese
culture and Western cultures (Hofstede, 1980, p. 215). In collectivist
societies, people give more trust to their relatives and in-group
members. Thus, they form a different in-group to perform task. Hiring
and promotion decisions take employees' in-group into account and
relatives of employee are preferred hiring.

However, in individualist societies, people trust each other based on
their performances and actual abilities. The employer-employee
relationship is a business deal in a “market” (Hofstede, 1980, p. 292).
Employees individually perform tasks. Hiring and promotion decisions
should be based on skills and rules only. Family relationships are seen
as a disadvantage when hiring.

More collective societies call for greater emotional dependence of
members on their organizations; in a society in equilibrium, the
organizations should in return assume a broad responsibility for their
members. In short, “the level of individualism or collectivism in society
will affect the organization's members' reasons for complying with
organizational requirements” (Hofstede, 2005, p. 99).
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Management in individualist societies is management of individuals
(Hodson, et al., 2002). Subordinates can be moved around individually;
if incentives or bonuses are given, these should be linked to the
individual’s performance.

Considering the knowledge creating spiral, analyses of each K-creating
processes are listed below:



The socialization process of knowledge in collectivist societies
should be encouraged to occur between different in-groups.

Employees act in the interest of their in-group, not necessarily of
themselves. Keeping ethnic or other in-groups together supports
productivity. Hofstede (2005, p. 101) claimed that employees and
managers “report teamwork, personal contacts and discrimination at
work”. Thus, communicating among groups will be more efficient for
socialization knowledge.



The combination process of knowledge, such as document editorial
work, organizations can assign these jobs to different in-groups
which are qualified and is trusted by other employees.

Since in collectivist societies, employee's commitment to organization
is low. Individual's trust to each other is within each in-group.



The externalization process of knowledge, in collectivist societies,
incentive system is given to each in-group.
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Within each in-group, employee tends to share information and
knowledge, openly committing oneself, and political alliances (Hofstede,
1980). Therefore, direct appraisal of performance to a particular
individual is a threat to harmony and openly individual incentive will
spoil cooperation in such organizations.



The internalization process of knowledge, it is more effective when
training is focused at group level.

Management in a collectivist society is management of groups. The
extent to which people actually feel emotionally integrated into a work
group may differ from one situation to another (Hodson, 2002). Ethnic
and other in-group differences within the work group play a role in the
integration process, and managers within a collectivist culture will be
extremely attentive to such factors.

An example for this is a notable experiment carried out by Chirstopher
Earley, a management researcher from the United States. Earley has
illustrated the difference in work ethos between an individualist and a
collectivist society (Hofstede, 2005 p. 100). According to Earley, the
Chinese collectivist participants performed best when operating with a
group goal and anonymously. They performed worst when operating
individually and with their name marked on the items they produced.
Thus, for the internalization process of knowledge, it is more effective
when training focused at group level.



The socialization process of knowledge in individualist societies
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should be encouraged between individuals.

As in most cases, employees perform best as individuals. Composition
of work groups based on individual criteria, employees and managers
report working individually. Thus, individuals know most aspects of
their work and are efficient at sharing their knowledge with other
individuals in a socialized context.



The combination process of knowledge, such as document editorial
work, organizations can assign these jobs to different individuals
who are interested in them.

Since in individualist societies, an employee commitment to
organization is high, individual trust each other based on performance.



The externalization process of knowledge, in individualist societies,
incentive system is given to individual.

Employee tends to withhold information for a competitive advantage,
not openly committing and avoiding alliances. Therefore, direct
appraisal of performance to a particular individual improves
productivity and openly incentive system will be welcome in such
organizations.



The internalization process of knowledge, it is more effective when
training is focussed at an individual level.

Management in an individual society needs to create incentives for
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individuals to perform best. The need for group interaction is less
pronounced. Ethnic and other group differences within the work group
play a less important role where individual performance is the key to
determine of success.

5.2.4 Long- and Short-Term Orientation
Long- and Short-Term Orientation (LTO and STO) is a new dimension,
which was found in the answers of student samples from 23 countries
around 1985 to the Chinese Value Survey (CVS). It is independent of
the four identified dimensions in the IBM studies and describes whether
the orientation of individuals is towards short terms goals or long term
goals.

As detailed in Chapter 3, a long term orientation has much in common
with the dominant Confucian outlook to life described by Hislop (2005,
p. 23-26) and Hofstede & Bond (1988, p. 5-21).

The stability of society is based on unequal relationships between
people. The “wu lun” or five basic relationships are master-follower,
father-son, elder brother-younger brother, husband-wife, and senior
friend-junior friend (Creel, 2000, p. 6). These relationships are based
on mutual and complementary obligation. For example, the junior
partner owes the senior respect and obedience; the senior owes the
junior partner protection and consideration.

The family is the prototype of all social organizations (Ivanhoe, 2002, p.
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26). A person is not primarily an individual; rather, he or she is a
member of a family. Children should learn to restrain themselves, to
overcome their individuality so as to maintain harmony in the family.
Harmony is vital in the sense of dignity, self-respect, and prestige.
Losing one's dignity in the Chinese tradition is equivalent to losing one's
eyes, nose, and mouth. Demonstrating respect to someone is called
‘giving face’.

Virtuous behaviour toward others consists of treating others as one
would like to be treated oneself (Ivanhoe, 2002, p. 28). There is a basic
human benevolence toward others, but it does not go as far as the
Christian injunction to love one's enemies. Confucius is reputed to have
said that if one should love one's enemies, what would remain for one's
friends?

Virtue with regard to one's tasks in life consists of trying to acquire skills
and education, working hard, not spending more than necessary, being
patient, and persevering (Ivanhoe, 2002, p. 28). Conspicuous
consumption is taboo, as is losing one's temper. Moderation is
prescribed in all things.

The key differences in LTO and low-LTO societies are based on three
aspects, which are persistence, "face", and future-driven (Hislop, 2005,
p. 55-56).



The socialization process of knowledge in LTO societies is based on
unequal rights and people want to maintain this relationship for a
long time.
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Because people in LTO societies order relationships by status,
perseverance is required to maintain this order. Once such relationship
is built, it will last for a long time (Max, 1951, p. 33). Such socialization
relationship consists of at least two basic relationships, teacher-student
and senior partner-junior partner.



The combination process of knowledge, in LTO organizations
emphasize on building of relationships and market positions.

Organizations tend in invest in longer strategies as opposed to short run
returns to their business. It is expected that effort will be given to
projects that have long term value.



For the externalization process of knowledge, learning and
problem-solving methods are more popular in LTO societies.

An old Chinese idiom states "shou ren yi yu, bu ru shou ren yi yu", which
means teaching one the method of fishing is better than giving one a
fish. Emphasis is given to devising problem solving method.



For the internalization process of knowledge, in LTO societies,
employees are more concerned about their career development.

Therefore, skills and knowledge for the long – term are valued much
highly than short – term skill development. In this context, resources
are devoted to training for long – term gain. This is also because
employees in LTO societies are future driven people.
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In comparison, in low-LTO societies, the process of KM can be analysed
as follow:



The socialization process of knowledge, creation is based on more
immediate needs.

There is a great need for timely solutions to solve immediate problems.
Knowledge creating needs to be dynamic and flexible.



For the combination process of knowledge, in low-LTO societies,
organizations focus heavily on short-term results.

Organizations cannot devote too much time and resources to combine
explicit knowledge resources. Short-term operational cycles, high staff
turnover, low overheads and competitive behaviour between rival
organizations are seen as barriers to learning across the sector as a
whole. According to Hofstede, there is a great dependency on past
experience to guide current action.



The externalization process of knowledge is directed at developing
knowledge forms that can be distributed in a timely fashion.

The emphasis on knowledge creating is on lessons learned as opposed
to highly explicit knowledge forms.



For the internalization process of knowledge, in low-LTO societies,
employees are more concerned about immediate milestones and
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current tasks.

Thus, skills and knowledge which can help them perform better in
current job will be internalized initially. This is also because employees
in low-LTO societies are more ‘past-to-current’ driven people.

5.3 Implications of Analysis
In clarifying the implications of the analysis of this chapter to enable the
development of a questionnaire the findings of this chapter are
summarised in Table 6. The assumptions made are organised in a
matrix displaying the main theoretical approaches adopted for this
study, namely Nonaka and Takeuchi's SECI Model and the culture
dimensions identified by Hofstede.

Power Distance

Individualism and

Index (PDI)

Collectivism (IDV)

Long and Short
Term Orientation
(LTO)

Limited
Socialization

opportunities for

Within in-groups

Structured relationship

Controlled by

Assign to qualified

Long – term value

management

in-groups

emphasized

socialization
Combination

Driven by
Externalization

immediate work
demands

Internalization

Happened within
each in-groups

Formal group

Training focused at

training courses

group level

Learning and
problem-solving
methods
Concerned about long
- -term career
development

Table 6 Assumption on Three Culture Dimensions for Collectivist Society
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5.4 Conclusion
This chapter summaries some basic assumptions for implementing KMS
in Chinese context, based on Hofstede and Nonaka and Takeuchi’s
theories. The interaction between the three selected culture dimensions
and the four knowledge processes are clearly discussed. These
assumptions are used to construct research instrument in the next
chapter.
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Chapter 6

The Development of

the Questionnaire

6.1 Introduction
This chapter will describe the process of developing questions for the
questionnaire that will be sent to selected Chinese organizations that
have adopted the KMS called Lotus Notes. Bearing in mind the general
guidelines that were explained in the methodology chapter, Chapter
Four, the development of questions is strongly guided by the analysis of
theory that has occurred in this research to this point. To that end, the
questionnaire is strongly supported by the theoretical analysis.

The chapter begins with a brief description of the software package that
will ultimately be used to analyse data from the questionnaire. It then
moves on to explains the development of questions in relation to the
three research questions detailed in the thesis' Introduction, Chapter
One.

6.2 Background of SPSS
The researcher employed Statistical Package for the Social Sciences
(SPSS) to assist in the analysis of the data. SPSS was released in its
first version in 1968, and is among the most widely used programs for
statistical analysis. It is used by market researchers, health researchers,
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survey companies, government, education researchers, and others
(Chen, 2006, p. 5). In addition to statistical analysis, data management
(case selection, file reshaping, creating derived data) and data
documentation (a metadata dictionary is stored with the data) are
features of the base software.

Many features of SPSS are accessible via pull-down menus or can be
programmed with a proprietary "command syntax language".
Command syntax programming has the benefits of reproducibility and
handling complex data manipulations and analyses. The pull-down
menu interface also generates command syntax, though, by default,
this is invisible to the user. Programs can be run interactively or
unattended using the supplied Production Job Facility. Additionally a
"macro" language can be used to write command language subroutines
and "scripts" can access the information in the data dictionary and
manipulate the default output. Scripts will be gradually replaced by the
more functional Python programmability extension.

SPSS places constraints on internal file structure, data types, data
processing and matching files, which together considerably simplify
programming. SPSS datasets always have two-dimensional table
structure where the rows typically represent cases (such as individuals
or households) and the columns represent measurements (such as age,
sex or household income). Only two data types are defined, numeric
and text (or "string"). All data processing occurs sequentially
case-by-case through the file. Files can be matched one-to-one and
one-to-many, but not many-to-many.
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Survey responses were downloaded to an Excel spreadsheet from the
web and numeric data exported to SPSS (Statistical Program for Social
Science) to facilitate analysis.

There are three reasons to adopt SPSS as the main research software
tool in this study. First and foremost, SPSS has its roots in the social
sciences and the analysis of questionnaires and surveys in where many
of its core strengths lie (Manning & Munro, 2006, p. 12). Second, SPSS
is more user-friendly in making complex tables and graphs, comparing
to its rival software packages (STATA, SAS) (Julie, 2004, p. 22). Last
but not the least, SPSS has better price-performance ratio than its rival
software packages such as SAS (Nelson, 2002, p. 5). Bearing in mind
the time and resource limitations of this study, SPSS is chosen over
other statistical softwares.

6.3 Online Survey Method
This survey had a total of 70 responses 64 of were valid. This translates
into a feedback ratio of 91.4%. Two reasons appear for this high
feedback ratio.

On one hand, since the target survey group of this study is IBM Lotus
Notes users, there is no problem in operating KMS and understanding
basic KM and KMS concepts. People who are unfamiliar with basic KM
concept and IBM Lotus Notes are excluded.

On-line survey was an effective data collecting method for this study.
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The data was directly exported into Microsoft Excel, which is widely
used electronic spreadsheet software. The Excel file can be imported
into SPSS, without any data missing or format transition. By doing this,
the research efficiency and accuracy were increased significantly.

6.4 Research Question 1
Research Question 1 asks what the current implementing status of KMS
in selected Chinese organizations is. To identify those respondents who
are qualified to answer this question, several conceptual questions are
designed to gather background information of each respondent.

As a first step, it is useful to know how managers and employees define
knowledge, knowledge management and Knowledge Management
System (Fernandez, et al., 2004). Therefore, Question 1 to 3 gathered
information about how well the respondents understand these general
concepts of KMS. Later, the researcher will use Frequencies distribution
to demonstrate an overview on the KMS concepts acceptance degree of
selected Chinese organizations.

In Question 1, the answer categories represent the distinction of
knowledge definitions, which refer to the Chapter 2.2. Such definitions
can demonstrate how selected Chinese organizations understand some
basic concepts of knowledge definitions. Similarly, answer categories
for Question 2 and 3, which display understandings on Knowledge
Management definition, can be related with Chapter 2.3.1. These
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answers build foundations for people to implement and use KMS in the
first place.

Q1. How would you define “knowledge”?
A. knowledge is the same as information
B. Knowledge is a logical reasoning of data and information, it can
enhance work performance, decision making, problem solving and the study of
human behaviour and thinking
C. Knowledge is a implicit ability and cannot be expressed verbally
D. Not sure
Q2. How would you define “knowledge management”?
A. A more efficient office automation, using more advanced software and hardware
B. a organizational strategy, which can deliver the right knowledge to right person at
the right time
C. A new type of Human Resource Management, in order to reduce the cost of losing
key staff
D. A method to discover, share, utilize and store knowledge more effectively
E. Not sure
Q3. What do you think the purpose of knowledge management is?
A. To discover, share, utilize and store knowledge within organization more effectively
B. To increase innovation and create new competitive advantages
C. To monitor employees
D. No purpose, just a decoration
E. Not sure

Figure 9 Question Samples 1, 2 & 3

Question 4 acquires information about whether the KMS has been
integrated with organizational strategy (Giannetto and Wheeler, 2000).
Many researchers (Francisco, 2003; Gooijer, 2000; Jennex et al., 2004)
pointed out that aligning KMS with organizational strategy is a vital
factor to successfully implementing KMS.
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The most important part of organizational knowledge management
strategy is knowledge sharing strategy (Giannetto and Wheeler, p.65).
It involves a collective visioning as to how sharing knowledge can
enhance organizational performance. Therefore, question 4 was set to
capture such information by asking respondents their feelings about
what an ideal organization’s information flow looks like. Apparently, it is
very difficult to get an accurate view on the actual organizational
knowledge management strategy only by asking question 4. However,
by gaining a rough idea on general knowledge management flow
models of these selected Chinese organizations will support some
research findings in later chapters (Chapter 8).

Q4. What do you think an organization should be?
A. An effective information processing machine
B. A live organism, with unique characteristic and specific goals
C. Clearly hierarchical with subordinates responding to superiors
D. Not sure

Figure 10 Question Samples 4

Secondly, the purpose of organizations importing KMS can directly
affect how organizations use them (Feng, 2003). Thus, Question 7,
which is a multi-choice question, asked respondents to identify the
most important purposes of why they imported KMS into their
organizations. The researcher will calculate frequency distributions of
the multi-choice variable and the results will reveal the most important
purpose of importing KMS by selected Chinese organizations. Answers
for this question can be related to Chapter 2.4.
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Q7. Which answers clearly described the effect of IBM Lotus Notes in your
organization?
A. Reduce daily organization operating cost
B. Increase information sharing and innovation
C. Increase the knowledge transfer between other organizations
D. Enhance the ability of adapting market changes
E. Enhance the ability and efficiency of research
F. Enhance the efficiency of production and service
G. Enhance the ability of satisfying customer
H. Increase the ability of improving the quality of products and services
I. Enhance the efficiency of supply chain management
J. Cooperate with managing, training and educating employee
K. Others
Figure 11 Question Samples 7

Thirdly, Question 27 asked respondents about their organization’s type
and scale. Considering the scope of this project, the researcher recoded
the data in SPSS in single-year increment and calculated frequencies of
the recoded data. The researcher also classified all common
organizations that are using KMS into 19 categories, based on the
literature review. Frequencies of this type data can reveal several types
of organizations who use KMS widely and frequently. Answers for this
Question can present an overview on the general status of
implementation, such as types of organization are more involved in the
KMS implementation.
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Q8. In your opinion, do you think that after importing IBM Lotus Notes
into your organization, it reached the anticipation of improving the
knowledge discovering, storing, sharing, transferring and utilizing?
A. Very obvious effect
B. Has some effect
C. No effect
D. Not sure

Figure 12 Question Samples 8

Lastly, Question 31 gathered information about the educational
background of respondents; while Question 32 collected information
about how long the respondents had been using IBM Lotus Notes.
Frequency distributions identified how educational background affected
the use of KMS in organizations. In addition, the frequency distribution
also revealed the overall background of current KMS users in selected
Chinese organizations.
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Q31. What is your education background
A. Non-educated
B. Primary School
C. Junior High School
D. High School
E. Technical Secondary School
F. Junior College
G. Bachelor
H. Master
I. Doctor
J. Others

Figure 13 Question Samples 31

6.5 Research Question 2
Research Question 2 asks how KMS (IBM Lotus Notes) is operated in
selected Chinese Organizations. Successfully operating system needs
cooperation between aligning KMS with the organizational strategy and
configuring with proper system features (Tiwana, 2002). In order to
acquire data about how KMS (IBM Lotus Notes) is operated in selected
Chinese organizations, the researcher divided this question into two
parts. Part one is called “user requirements” which relates to the
relationship between features which existing KMS provides to users and
features which users really want. Part Two is called “Organizational
Strategy” which measures if KMS has been integrated into the
organizational strategy.

“User requirements” examines assumption gap between product team
and user group. As discussed in Chapter 3.4, Chinese organizations and
Chinese culture is different from American culture where KM and KMS
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are originated. Thus, Chinese organizations may have their special
needs of KMS, which the product team have not considered. For
example, since IBM Lotus Notes is a large software package, many
Chinese organizations choose to import part of it (Housel and Bell,
2001). This fact related literature support which can be found in chapter
2.5.

Because of market pressure and target group usability testing, cultural
factors are missing in the process of designing KMS. The special user
requirements of Chinese organizations are vital for both business and
usability concerns. The consequences of ignoring these considerations
will result in users being unable to utilize products with maximum ease.
As a result of this awareness, Question 6, 7 and 10 are designed to
gather such user requirement information.
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Q6. What are the most important modules do you think in KMS when
your organization import KMS?
A.

General knowledge resource module (including the outer knowledge

resources which can help operating organization)
B.

Experience knowledge management module (including summary, case study,

examination, document management)
C.

Work specification management module (including internal service

application, work flow, program collaboration, feedback system)
D. Organizational culture management module (including origination
management, organization forum )
E.

Expert system (including knowledge sharing channel and problem solving

platform)
F.

Knowledge sharing platform (including BBS, electronic message

board, internal E-mail, notice)
G. Customize management tools (including customize daily work
documents and needs)
H. Others
Q7. Which answers clearly described the effect of IBM Lotus Notes in your
organization?
A. Reduce daily organization operating cost
B. Increase information sharing and innovation
C.

Increase the knowledge transfer between other organizations

D. Enhance the ability of adapting market changes
E.

Enhance the ability and efficiency of research

F.

Enhance the efficiency of production and service

G.

Enhance the ability of satisfying customer

H.

Increase the ability of improving the quality of products and services

I.

Enhance the efficiency of supply chain management

J.

Cooperate with managing, training and educating employee

K.

Others

Q10. In your opinion, what is the most important part of IBM Lotus Notes?
A. Lotus Domino
B. Lotus Sametime
C. Lotus Workflow
D. Domino.Doc
E. Discovery Server
F. Lotus Quickplace
G. Learning Space
H. K-station
I.

Websphere Portal Server
Figure 14 Question Samples 6, 7 & 10
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“Organizational Strategy” consists of two questions, Question 5 and
Question 8. “Organizational Strategy” deals with how an organization
integrated KMS within its own strategy. KMS is a tool to assist
organizations to achieve their business goals. Thus KMS should be
aligned to achieve organizational strategy. Mismatching of these two
factors may result in KMS being of little use and therefore not useful to.
Question 5 asks if KMS can help organizations implement KM and
Question 8 asks if KMS has met the expectations of respondents. If both
answers are positive, then, the existing KMS appears to be working
effectively within that organization. On the contrary, if the answers are
negative, then, organizational strategy is not aligned with KMS, which
means organizations operate KMS in an incorrect way. KMS, in this case,
is perhaps an Information System or document storing system.

Q5. To what extent do you think that Knowledge Management System (KMS)
will help organization to implement Knowledge Management?
A. Absolutely
B. A lot, but not a crucial factor
C. It might help, but not very clear
D. No help
Q8. In your opinion, do you think that after importing IBM Lotus Notes
into your organization, it reached the anticipation of improving the
knowledge discovering, storing, sharing, transferring and utilizing?
A. Very obvious effect
B. Has some effect
C. No effect
D. Not sure
Figure 15 Question Samples 5 & 8
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6.6 Research Question 3
Research Question 3 asks how the culture effects the implementation of
KMS (IBM Lotus Notes) in selected Chinese organizations. Question 12
to 25 asked respondents to select a response from 5 ranked answers.
These questions are derived from the review of literature (Chapter 2
and Chapter 3). The relationship of culture and KM are demonstrated by
analysing these answers.

From Question 12 to Question 17, the relationship of power distance
and each stages of knowledge spiral are asked. Question 12 is about
whether or not there is a high organizational hierarchy existing in
selected Chinese organizations. This question is the master question in
the power distance culture dimension. Since every organization has its
own organizational culture, this organizational culture may be not
consistent with national culture (Hofstede, 1980). Therefore, this
question can acquire information about how national culture affects
organizational culture as well. If the answer is negative (disagree), it
means organizational culture is different from national culture, which is
expected a positive answer (agree). Then this organization’s culture is
more close to American style, and has less value in this study.

Following, Question 13 asks about the subordinate-superior
relationship. According to the test period of this questionnaire, some
small organizations (<50), the organizational culture is highly affected
by superior, which usually is the organization’s owner. Therefore, their
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management style could make this relationship into an equal one,
which is different from the expectation of Hofstede (1980). Setting up
this question can acquire information about to what extent can
personnel change cultural factors in managing KMS. Along with other
factors, such as satisfaction of KMS, such behaviour is proper or not
able to be identified.

Question 14 to 17 examines each knowledge process with a culture lens.
Detailed information can be found in chapter 3.5.2.1. According to the
key differences between high and low power distance countries
(Hofstede, 1980), to what extent the power distance can affect
knowledge process can be identified.
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Q12. In your opinion, the structure of your organization has a large and
clear hierarchy?
A. Disagree
B. Somewhat disagree
C. Agree
D. Completely agree
E. Not sure
Q13. In your opinion, the relationship between you and your superiors
is equal?
A. Disagree
B. Somewhat disagree
C. Agree
D. Completely agree
E. Not sure
Q14. In your opinion, the process of knowledge socialization is
achieved by order and organizational policy
A. Disagree
B. Somewhat disagree
C. Agree
D. Completely agree

Figure 16 Question Samples 12, 13 & 14

115

Q15. In your opinion, the process of knowledge combination is
achieved by working plan
A. Disagree
B. Somewhat disagree
C. Agree
D. Completely agree
E. Not sure
Q16. In your opinion, knowledge externalization is achieved by external
factors, such as the need of work and incentive system
A. Disagree
B. Somewhat disagree
C. Agree
D. Completely agree
E. Not sure
Q17. In your opinion, the process of knowledge internalization is
achieved by training course and conference
A. Disagree
B. Somewhat disagree
C. Agree
D. Completely agree
E Not Sure

Figure 17 Question Samples 15, 16 & 17

As stated above, Question 18 to 21 identifies to what extent
individualism and collectivism affects the knowledge spiral. Detailed
theoretical support can be found in Chapter 3.5.2.2.
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Q18. In your opinion, the process of knowledge socialization happens
between different in-groups, not individuals
A. Disagree
B. Somewhat disagree
C. Agree
D. Completely agree
E. Not sure
Q19. In your opinion, knowledge combination should be taken charge by
qualified in-groups, not individuals
A. Disagree
B. Somewhat disagree
C. Agree
D. Completely agree
E. Not sure
Q20. In your opinion, the process of knowledge externalization happens only
within the in-group which you belong of, not others
A. Disagree
B. Somewhat disagree
C. Agree
D. Completely agree
E. Not sure
Q21. In your opinion, the process of knowledge internalization happens by
in-groups, not individuals
A. Disagree
B. Somewhat disagree
C. Agree
D. Completely agree
E. Not sure
Figure 18 Question Samples 18, 19, 20 & 21

Question 22 to 25 identifies to what extent can long- and short-term
orientation affects the knowledge spiral. Relevant theoretical supports
are presented in chapter 3.5.2.5. Data collected from the questionnaire
will be analysed in SPSS with frequencies distribution and correlated
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coefficient.

Q22. In your opinion, you want to keep relationships which are built in
knowledge socialization
A. Disagree
B. Somewhat disagree
C. Agree
D. Completely agree
E. Not sure
Q23. In your opinion, knowledge combination should focus more on the
knowledge resource which can help to indicate future trend and long-term
development
A. Disagree
B. Somewhat disagree
C. Agree
D. Completely agree
E. Not sure
Q24. In your opinion, knowledge externalization should focus more on the
method of problem solving, not only on how to get results
A. Disagree
B. Somewhat disagree
C. Agree
D. Completely agree
E. Not sure
Q25. In your opinion, you pay more attention on the knowledge which is helpful
with your career development, not only about your current duties.
A. Disagree
B. Somewhat disagree
C. Agree
D. Completely agree
Figure 19 Question Samples 22, 23, 24 & 25

6.7 Survey Validation
Two primary strategies were used in the validation of survey questions.
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Firstly, research questions were partially validated through systematic
development of questions based on the analysis that produced the
primary research questions. As explained in earlier sections of this
chapter, the questionnaire is constructed based on Nonaka and
Takeuchi’s knowledge creating theory and Hofstede’s culture theory.
Secondly, the use of a qualified translator who had little subject
knowledge of knowledge management was employed to ensure that
questions when translated into Chinese were simple and clear to
potential respondents.

The validation of respondent answers was carried out by the software
contained in the survey’s web page. JavaScript was used to make sure
respondents filled out the survey correctly before submitting the
responses to the server. JavaScript can also make sure that the
respondents have supplied all required information. Cascading Style
Sheets were used to aid navigation of the survey. For example specific
questions were highlighted when appropriate as was the cursor. This
contributed significantly to ensuring all answers used in the analysis
were trustworthy.

Control over the distribution of the survey to intended recipients further
promoted validity of responses. Organizations that participated in this
study were selected based on three criterions: they had already
adopted Lotus Notes as their knowledge management system and their
knowledge management systems were still operating when the survey
was taken place. Lastly the selected organizations were required to be
Chinese.
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6.8 Conclusion
This chapter provided justifications for the formulation of survey
questions which used in the questionnaire to selected Chinese
organisations that have adopted IBM Lotus Notes. After providing initial
clarifications of the use of an online survey and the statistical software
package SPSS, the formulation processes of the survey questions was
explained in detail. The three main research questions were linked to
the questionnaire with reference to specific points of discussion in
Chapters Two and Three. Survey validation issue was also addressed at
the end of this chapter to ensure the quality of this questionnaire.
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Chapter 7

Research Findings

7.1 Introduction
This chapter reports on the findings of the questionnaire that was made
available to 27 selected Chinese organizations. This chapter is once
again organized around the three primary research questions that this
thesis seeks to answer.

7.2 Questionnaire: Preamble
Eleven selected Chinese organizations were invited to participant in this
study. These eleven Chinese organizations were chosen through a web
searching on Chinese organizations who stated on their corporate
websites about the use of IBM Lotus Notes. In addition, an open
invitation was posted on a Lotus Notes web forum
(http://www.lotusfans.com/action_bbs.html). The survey was
conducted between July and November in 2006. Seventy valid
responses were received. (Questionnaire responses that were less than
50% complete were discarded).

Participants were given additional information on Nonaka and
Takeuchi’s knowledge management terms, for example “tacit” and
“explicit” knowledge. Respondents were also given examples of SECI
knowledge conversion processes which were described by Nonaka and
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Takeuchi. Details can be found in the questionnaire (Appendix D).

7.3 Research Question 1: What is the Current
Implementation Status of KMS within
Selected Chinese Organizations?
Although, according to literature, KMS has entered China several years
ago, the respondents of this questionnaire have good understandings
on these basic KMS concepts, such as the definition of knowledge and
knowledge management. This indicates that the organizations that
participated in this study use a broad range of definitions for knowledge,
the majority indicating a sophisticated understanding as they
implement KM.

 The Definition of Knowledge

Frequency Percent
knowledge is
information

Valid

Cumulative

Percent

Percent

14

20.0

20.6

20.6

35

50.0

51.5

72.1

17

24.3

25.0

97.1

2

2.9

2.9

100.0

2

2.9

70

100.0

Knowledge is a logical
reasoning of data and
Valid

information.
knowledge is an
ability, which is
implicit
Not sure

Missing
Total

Table 7 Q 1 how would you define “knowledge”?
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Answers to survey question 1 represent three streams of knowledge
definition: the first is a rudimentary definition (knowledge is
information), the second is aligned with a Western view (knowledge is
logically reasoned from data and information), while the third is
represented as an Eastern view (knowledge is an ability which is
implicit).

An explanation of these three approaches has already been given in
Chapter 2. From Table 7 we found that the Western definition of
knowledge, which is 51.5% of all responses, was significantly higher
than the traditional Eastern definition of knowledge, which is only
25.0% of all responses. This suggests that the organisations of this
study are familiar with a definition of knowledge that is more aligned to
a Western view than to a traditional Eastern view.

One reason to support this finding is that modern Chinese are now
schooled in subjects that rely on Western epistemologies. According to
Mingjer (2001) the focus of Chinese education has shifted from social
science (such as ethic, art and history) to modern natural science (such
as biology, chemistry, and physics).

For the 20.0% of respondents who agree that “Knowledge is
information”, indicates that these people have an elementary
understanding on the knowledge-data hierarchy.
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Education level
technical
secondary
school
knowledge is

junior
college

Total
Bachelor Master

2

2

8

2

14

2

6

10

14

32

0

6

6

4

16

Not sure

0

0

0

2

2

Total

4

14

24

22

64

information
knowledge is a
The
definition of
Knowledge

logic reasoning of
data and
information,
knowledge is an
ability, which is
implicit

Table 8 Cross Tabulation of Education Level

In Table 8 data from Question 1 (knowledge definition question) is
cross-tabulated with information from Question 31 which asks
respondents about their educational background. By analysing the data
above, it is clear that all respondents are qualified for this study. In
other words, their education levels ensured that they are able to
understand basic concepts of knowledge management. This result
validated the suitability of the respondents. Based on this finding,
further analysis will assume that respondents can understand the
questions and their answers are reasonable.



The definition of knowledge management

The definition of Knowledge Management also reflected overall concept
acceptance level of the target group. As noted in Table 9 below, 57.1%
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of respondents believed that KM is a type of Office Automation.
According to Leonard-Barton (1995), such understanding suggests that
KM is still at an early level of development.

Frequency Percent
a type of Office

Valid

Cumulative

Percent

Percent

40

57.1

58.8

58.8

13

18.6

19.1

77.9

10

14.3

14.7

92.6

4

5.7

5.9

98.5

Not sure

1

1.4

1.5

100.0

Total

68

97.1

100.0

2

2.9

70

100.0

Automation
strategy
a type of human
resource
management
Valid

a method to
enhance
knowledge
discovering,
sharing

Missing
Total

Table 9 Q 2 how would you define “knowledge management”?



The type of organization

Table 10 demonstrates that a diverse range of organizations
participated in the study. Notably educational (14.3%) and IT (15.7%)
organisations. This means that if this diversity is reflected more broadly
in China software developers and service consultants should be
prepared to engage with a range of organizations.

125

Frequency Percent

Valid

Cumulative

Percent

Percent

supply chain

2

2.9

3.0

3.0

agriculture

2

2.9

3.0

6.1

light industry

6

8.6

9.1

15.2

heavy industry

2

2.9

3.0

18.2

transportation

4

5.7

6.1

24.2

financial service

2

2.9

3.0

27.3

6

8.6

9.1

36.4

4

5.7

6.1

42.4

4

5.7

6.1

48.5

energy

5

7.1

7.6

56.1

education

10

14.3

15.2

71.2

law firm

2

2.9

3.0

74.2

IT

11

15.7

16.7

90.9

2

2.9

3.0

93.9

others

4

5.7

6.1

100.0

Total

66

94.3

100.0

4

5.7

70

100.0

communication
and
entertainment
Valid

real estate
hotel and
travelling

capital and asset
trading

Missing
Total

Table 10 Q 27 what type does your organization belong to?



The number of employees

Table 11 shows the population of organizations where the respondents
work. It is clear that the majority of organizations (88.6%) employ
below 3000. Among these organizations, which have between 100 to
500 employees, have adopted KMS more than other organizations
(31.4%).
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Frequency Percent

Valid

Valid

Cumulative

Percent

Percent

<50

11

15.7

16.4

16.4

50~100

8

11.4

11.9

28.4

100~500

18

25.7

26.9

55.2

500~1000

10

14.3

14.9

70.1

1000~3000

12

17.1

17.9

88.1

3000~5000

4

5.7

6.0

94.0

5000~10000

4

5.7

6.0

100.0

Total

67

95.7

100.0

3

4.3

70

100.0

Missing
Total

Table 11 Q 8 the number of employees

Figure 20 Q 28 what is the number of employees in your organization?



Educational background of respondents

Figure 21 shows that the majority of KMS users of this study have either
Bachelor (34.3%) or even Master degree (37.1%). This means the
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overall educational level of KMS users is high. Such educational
background provides sufficient computer skills and the ability to better
comprehend KMS. In a word, KMS has the potential to be a more
important part in organizations with the help of higher educated users.

Figure 21 Educational Background

7.4 Research Question 2: How is KMS operated
in selected Chinese Organizations?
Question 6 asks what the most important modules are when an
organization imports KMS.
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Responses

Percent of Cases

N

Percent

General knowledge resource module

26

12.9%

37.7%

Explicit knowledge management module

47

23.4%

68.1%

Working specification module

40

19.9%

58.0%

Organizational culture module

7

3.5%

10.1%

Expert system

25

12.4%

36.2%

Knowledge communication platform

49

24.4%

71.0%

Customize management tool

4

2.0%

5.8%

Others

3

1.5%

4.3%

Total

201 100.0%

291.3%

Table 12 Q 6 what are the most important modules do you think in KMS when your
organization import KMS?

Table 12 shows that “Explicit knowledge management module”
(23.4%), “Working specification module” (19.9%) and “Knowledge
communication platform” (24.4%) are the three parts which Chinese
organizations considered the most important. This suggests that
selected Chinese organizations place a high priority on knowledge
standardization (including knowledge storing, knowledge transferring
and knowledge codification).

Question 7 asks the purpose of implementing KMS in each target
organization. The three most significant effects of KMS are “Reduce
cost” (13.5%), “Increasing the market adaptation ability” (16.3%), and
“Enhancing the managing, training and education” (14.3%). Only 6.1%
of respondents believed that they adopted KMS as a tool to create new
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knowledge or enhance innovation. The calculation of frequency
distributions results suggests that the organizations utilize KMS more in
integrating explicit knowledge.

Also, the evidence of from open-ended responses from respondents
showed that their organizations should pay more attention to research
and innovation. One of these respondents said that his organization
does not care about innovation; his superior thought innovation and
research wastes both time and money. “Borrowing” the mature
technologies and products from other organizations is a better way than
investing limited funds into a “bottomless hole”.

Responses

Percent of

N

Percent

Cases

Reduce cost

33

13.5%

50.0%

Enhancing knowledge sharing

24

9.8%

36.4%

Enhancing knowledge transferring

14

5.7%

21.2%

Increasing the market adaptation ability

40

16.3%

60.6%

Enhancing innovation

15

6.1%

22.7%

Increasing the production and service

23

9.4%

34.8%

Increasing customer satisfactory

20

8.2%

30.3%

Enhancing the quality of products

21

8.6%

31.8%

Increasing the efficiency of supply chain

17

6.9%

25.8%

35

14.3%

53.0%

3

1.2%

4.5%

Enhancing the managing, training and
education
others
Total

245 100.0%

371.2%

Table 13 Q 7 Which answers clearly described the effect of IBM Lotus Notes in your
organization?
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Table 14 once again indicates that the organizations focus on managing
explicit knowledge rather than tacit knowledge. 31.4% of respondents
choose Lotus Domino Database as the most important feature of Lotus
Notes. 27.1% of respondents believe Domino.Doc (which is a document
storing and managing feature of Lotus Notes) is the most important
part. Other features, such as communication and expertise location, are
not important to the respondents indicating less demand for
interpersonal communication.

Frequency Percent
Lotus Domino

Cumulative

Percent

Percent

22

31.4

32.8

32.8

Lotus Same time

13

18.6

19.4

52.2

Lotus Workflow

13

18.6

19.4

71.6

Domino.Doc

19

27.1

28.4

100.0

Total

67

95.7

100.0

3

4.3

70

100.0

Database
Valid

Valid

Missing
Total

Table 14 Q 10 what is the most important part of IBM Lotus Notes?

Question 8 asks if KMS has met the organization’s expectations. As can
be seen from Table 15 below, 31.4% of respondents believed that KMS
has reached their expectations and it plays an important part in their
daily work, while 52.9% of respondents claimed that KMS has only
somewhat reached their expectations and has a limited effect to their
day-to-day job. Only 7.6% of respondents said KMS has had no effect
to improve their work. It is clear that the implementation of Lotus Notes
has had an impact on the work of a majority of respondents. It is clear
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that a majority of respondents consider that IBM Lotus Notes has
positive effect to their daily work. This finding indicates that IBM Lotus
Notes has passed its early adoption stage and already has certain
contributions to its owners.

Frequency Percent
very obvious

Cumulative

Percent

Percent

22

31.4

33.3

33.3

37

52.9

56.1

89.4

no effect

5

7.1

7.6

97.0

Not sure

2

2.9

3.0

100.0

Total

66

94.3

100.0

4

5.7

70

100.0

yes, some
Valid

Valid

effect

Missing
Total

Table 15 Q 8 is KMS reached the anticipation of improving the
knowledge discovering, storing, sharing, transferring and utilizing?

Standardization is an important part of successfully implementing KMS
in organizations. From Question 9, it is clear that the introduction of
KMS has not been accompanied with management efforts to
standardize knowledge processes. Only 38.6% of respondents noticed
that there is someone in the organization who takes charge of
managing the flow of knowledge, while 17.1% of respondents said their
KMS has no monitoring unit and 40.0% of respondents even do not
know such unit exists.
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Frequency Percent Valid Percent Cumulative Percent

Valid

yes

27

38.6

40.3

40.3

no

12

17.1

17.9

58.2

Not sure

28

40.0

41.8

100.0

Total

67

95.7

100.0

3

4.3

70

100.0

Missing
Total

Table 16 Q 9 is there any particular department or individual that takes charge of
managing the flow of knowledge within organization?

Non-standardization can lead to the confusion of using KMS. As an
employee respondent wrote in an open ended response “sometimes, I
cannot find knowledge and information which I need, it’s time wasting
process … too much unnecessary information compromises my
vision …”. Another respondent said “different format of information
always confused me …”.

The core technologies of IBM Lotus Notes can be classified into five
categories (Lotus, 1998): business intelligence, collaboration,
knowledge transfer, knowledge discovery and expertise location.
Question 11 asked respondents about which technology, according to
them, is the most important one. 37.4% of respondents chose
collaboration technology as the most important KM technology. Such
technology includes real time collaboration and asynchronous
collaboration, which can enhance communication throughout the
organization. This means interpersonal communication is one of the
most important features in KM within these organizations. This reflects
Nonaka and Takeuchi’s socialization aspect of the SECI model. Bearing
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in mind the low importance which is given to innovation as reflected in
Question 7 it seems that the collaborative activity does not translate
into broader innovative outcomes.

Responses

Business
Intelligence
Collaborative
Technology
Knowledge
Transferring
Knowledge
Discovering
Expert locating
Total

Percent of Cases

N

Percent

20

15.3%

31.7%

49

37.4%

77.8%

20

15.3%

31.7%

19

14.5%

30.2%

23

17.6%

36.5%

131 100.0%

207.9%

Table 17 Q 11 you pay more attention on the knowledge which is helpful with your
career development, not only about your current duties.

7.5 Research Question 3: How does Culture
Affect Implementation KMS?
To better understand the implementation of KMS in the target
organizations from a cultural perspective, the analysis moves on to
analyse responses that are structured along the lines of Hofstede’s
Culture Dimensions: Power Distance, Individualism and Collectivism
and Short-Long Term Orientation.
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7.5.1 Power Distance
From question 12 and 13, it is clear that the power distance is high in
selected Chinese organizations. 41.4% of respondents completely
agreed that their organization is clearly hierarchical, while 27.1 % of
respondents generally agreed “power” is unequally distributed in their
organizations. 35.7% of respondents disagree and 32.9% of
respondents somewhat disagree that superior or subordinate
relationships are equal.

According to the theory of Hofstede’s, the Power Distance dimension is
one of the most notable aspects of Eastern countries, and this
conclusion is confirmed by survey data. Particularly, Confucianism
largely affects power distance in China. Because Chinese social stability
is based on unequal relationships between people, subordinates are
expected to follow the decisions of their superiors without question.
Rote learning, which is a dominant learning method in China, reflects
this kind of social pattern. Rote learning is a learning technique, which
avoids understanding of a subject and instead focuses on memorization.
The major practice involved in rote learning is learning by repetition.
This system requires a “gap” between students and teachers (Eugene,
1958, p.54). Thus, rote learning is consistent with Confucian values. It
is based on great respect for those teaching and passive subordination
by those being taught.
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Frequency Percent
disagree
somewhat
disagree
Valid

agree
completely
agree
Total

Missing
Total

Valid

Cumulative

Percent

Percent

0

0

0

0

18

25.7

27.3

27.3

19

27.1

28.8

56.1

29

41.4

43.9

100.0

66

94.3

100.0

4

5.7

70

100.0

Table 18 Q 12 does the construction of your organization have a large
and clear hierarchy?

Frequency Percent
disagree

Cumulative

Percent

Percent

25

35.7

39.1

39.1

23

32.9

35.9

75.0

agree

16

22.9

25.0

100.0

Total

64

91.4

100.0

6

8.6

70

100.0

somewhat
Valid

Valid

disagree

Missing
Total

Table 19 Q 13 is the relationship between you and your superiors equal?

This is supported by responses to Questions 14, 15, 16 and 17 which
ask respondents to comment about the four aspects of Nonaka and
Takeuchi’s SECI model. Table 20 to
Table 23 below indicate positive agreement with statements that
described management controlled communication among KM users in
the areas of: socialization – 87.9%; combination – 92.1% and
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externalization – 90.8%.

Frequency Percent
disagree
somewhat
disagree
Valid

agree
completely
agree
Total

Missing
Total

Valid

Cumulative

Percent

Percent

0

0

0

0

8

11.4

12.1

12.1

40

57.1

60.6

72.7

18

25.7

27.3

100.0

66

94.3

100.0

4

5.7

70

100.0

Table 20 Q 14 is the process of knowledge socialization achieved by order and
organizational policy?

Frequency Percent
disagree
somewhat
disagree
Valid

agree
completely
agree
Total

Missing
Total

Valid

Cumulative

Percent

Percent

2

3.12

3.12

3.12

3

4.68

4.68

7.80

30

46.80

46.80

54.60

29

45.31

45.31

100.0

64

100

100.0

2

8.6

70

100.0

Table 21 Q 15 is the process of knowledge combination achieved by working plan?
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Frequency Percent

Valid

Valid

Cumulative

Percent

Percent

disagree

0

0

0

0

somewhat disagree

6

8.6

9.2

9.2

agree

28

40.0

43.1

52.3

completely agree

31

44.3

47.7

100.0

Total

65

92.9

100.0

5

7.1

70

100.0

Missing
Total

Table 22 Q 16 is knowledge externalization achieved by external factors, such as the
need of work and incentive system?

Interestingly, the results for internalization – 42.2% (Table 23) indicate
a contrary trend in relation to training. This point is revisited in the
following section.

Frequency Percent

Valid

Valid

Cumulative

Percent

Percent

disagree

2

2.9

3.1

3.1

somewhat disagree

35

50.0

54.7

57.8

agree

19

27.1

29.7

87.5

completely agree

8

11.4

12.5

100.0

Total

64

91.4

100.0

6

8.6

70

100.0

Missing
Total

Table 23 Q 17 is the process of knowledge internalization achieved by training course
and conference?

7.5.2 Individualism and Collectivism
According to Hofstede’s theory, individualism pertains to societies in
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which the ties between individuals are loose: everyone is expected to
look after himself/herself and his/her immediate family. Collectivism,
as it’s opposite, pertains to societies in which people from birth onward
are integrated into strong, cohesive in-groups, which throughout
people's lifetimes continue to protect them in exchange for
unquestioning loyalty. In addition, according to Hofstede, knowledge
sharing mostly happens within in-groups and their close friends.

Questions 18, 19, 20 and 21 ask respondents to indicate their
agreements that relate individual – collective aspects of the SECI model.
In-groups play a very important part in three of the four knowledge
process. Table 24 indicates that 84.1% of respondents believed that
they socialize their knowledge within their in-groups. In the
combination process (Table 25) of knowledge, 75% of respondents
agreed that organizational knowledge should be managed by qualified
in-groups, not particular individuals. The same results can be found in
the externalization part of knowledge process (Table 26), which
indicates that 76.9% of respondents believed that the process of
knowledge externalization happen only within their in-groups, not
publically with other people. This finding confirms that the
organisations of this study significantly rely on in-groups in KM
processes, but indicates a need to encourage employees to express
themselves in a public environment.
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Frequency Percent
disagree
somewhat
disagree
Valid

agree
completely
agree
Total

Missing
Total

Valid

Cumulative

Percent

Percent

0

0

0

0

10

14.3

15.9

15.9

49

70.0

77.8

93.7

4

5.7

6.3

100.0

63

90.0

100.0

7

10.0

70

100.0

Table 24 Q 18 does the process of knowledge socialization happen between different
in-groups, not individuals?

Frequency Percent
disagree
somewhat
disagree
Valid

agree
completely
agree
Total

Missing
Total

Valid

Cumulative

Percent

Percent

0

0

0

0

16

22.9

25.0

25.0

18

25.7

28.1

53.1

30

42.9

46.9

100.0

64

91.4

100.0

6

8.6

70

100.0

Table 25 Q 19 should knowledge combination be managed by qualified in-groups, not
individuals?

140

Frequency Percent

Valid

Cumulative

Percent

Percent

disagree

0

0

0

0

somewhat disagree

17

24.3

26.2

26.2

agree

23

32.9

35.4

61.5

completely agree

25

35.7

38.5

100.0

Total

65

92.9

100.0

5

7.1

70

100.0

Valid

Missing
Total

Table 26 Q 20 does the process of knowledge externalization happen only within the
in-group which you belong to, not others?

However, in the internalization stage (Table 27), a smaller majority
prefer training with in-groups. Surprisingly, 34.9% of respondents
prefer individual training, not by groups. This indicates a possible
disconnect from Hofstede’s culture dimension theory when considering
the previous score from internalization (Table 20) within the power
distance dimension. Open ended response in the survey displayed
indicated that training courses did not meet the needs of these
respondents.

The literature suggests that Chinese collectivism appears to be different
from other Eastern countries in relation to knowledge development.
Chan (1999) claims that Chinese history reveals this kind of
individualism when trying to gain competitive advantage among many
other people. So it is possible that population pressures force more
individualism when seeking knowledge. In any event, training using
KMS should recognize the possibility that individual training may also
be beneficial along with group training.
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Frequency Percent
disagree
somewhat
disagree
Valid

Agree
completely
agree
Total

Missing
Total

Valid

Cumulative

Percent

Percent

0

0

0

0

22

31.4

34.9

34.9

25

35.7

39.7

74.6

16

22.9

25.4

100.0

63

90.0

100.0

7

10.0

70

100.0

Table 27 Q 21 does the process of knowledge internalization happen by in-groups, not
individuals?

7.5.3 Long- and Short-Term Orientation
Long-Term Orientation means fostering of virtues oriented toward
future rewards or just past and present (Hofstede, 2005). Thus, this
characteristic of Chinese organization has been confirmed by Table 28.
From the table below, up to 62.5% of respondents generally agreed and
32.8% of respondent completely agree that they want work
relationships to extend in their private lives and to keep for a long time.
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Frequency Percent
Disagree
somewhat
disagree
Valid

agree
completely
agree
Total

Missing
Total

Valid

Cumulative

Percent

Percent

0

0

0

0

3

4.3

4.7

4.7

40

57.1

62.5

67.2

21

30.0

32.8

100.0

64

91.4

100.0

6

8.6

70

100.0

Table 28 Q 22 do you want to keep work relationships which are built in knowledge
socialization?

From Question 23 (Table 29), 81.5% of respondents agree that their
organizations should focus on long – term development goals. In
contrast, 18.5% of respondents believed that their organizations
should not focus on long – term goals. This is consistent with a long –
term orientation identified by Hofstede.

Frequency Percent
Disagree
somewhat
disagree
Valid

agree
completely
agree
Total

Missing
Total

Valid

Cumulative

Percent

Percent

0

0

0

0

12

17.1

18.5

18.5

37

52.9

56.9

75.4

16

22.9

24.6

100.0

65

92.9

100.0

5

7.1

70

100.0

Table 29 Q 23 should knowledge combination focus more on the knowledge resource
which can help to indicate future trend and long-term development?
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According to Hofstede, since Chinese people are long-term oriented,
the knowledge externalization process should focus on the problem
solving method rather than short – term results. However, from
Question 24 (Table 30), it is evident that many in the organisations
surveyed are acting to the contrary. 52.4% of respondents disagree
that their organizations should focus more on the method of problem
solving than getting results. In open ended responses in the survey,
respondents claimed that organizations gave encouragement only
when their work was profitable. It appears that the pressures in modern
business are perhaps moderating the long – term orientation observed
by Hofstede.

Frequency Percent
disagree
somewhat
disagree
Valid

agree
completely
agree
Total

Missing
Total

Valid

Cumulative

Percent

Percent

0

0

0

0

33

47.1

52.4

52.4

22

31.4

34.9

87.3

8

11.4

12.7

100.0

63

90.0

100.0

7

10.0

70

100.0

Table 30 Q 24 should knowledge externalization focus more on the problem solving
methods, not just results?

In relation to internalization, it also appears that business pressures are
also altering people’s focus from a long – term to a short – term.
From Table 31 below, 58.7% of respondents agreed that they have a
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long – term focus on training. However, from the open ended responses
one respondent wrote “Current jobs keep me busy, and my superior
does not want me to learn something else”.

Frequency Percent
disagree
somewhat
disagree
Valid

Agree
completely
agree
Total

Missing
Total

Valid

Cumulative

Percent

Percent

0

0

0

0

26

37.1

41.3

41.3

30

42.9

47.6

88.9

7

10.0

11.1

100.0

63

90.0

100.0

7

10.0

70

100.0

Table 31 Q 25 do you pay more attention on the knowledge which is helpful with your
career development, not only about your current duties?

Even so, there was evidence of a long – term orientation among
company executives. In one interview, with a company executive
differing orientations of his (Chinese) company and an American
company were noted. A Western company representative negotiates
with a Chinese company about a business. The Chinese company
spends a lot of time on introducing the history of their company, their
products, even their organizational structure. Then, they request the
Western representative to introduce their company background. After
all this is done, the formal negotiation process begins. Normally, the
detail discussion about the business will not be touched in the first
meeting. The reason why the Chinese company wants to know such
details is that they want to build a long-term relationship with the
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Western company. Therefore, they want to make sure if their partner is
trustworthy, and if there is potential for cooperation between them.

7.6 Conclusion
This chapter demonstrated survey findings in the order of research
questions. The investigation provided a window on the status of KMS
implementation in a number of Chinese organizations. In addition, this
chapter revealed that selected Chinese organizations’ KMS
implementation had not reached full maturity. Furthermore, survey
data indicated the value of using a cultural perspective on KMS
implementation. Finally, some barriers of effectively implementing KMS
in selected Chinese organizations were identified.
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Chapter 8

Discussion and

Conclusions

8.1 Introduction
This study found that culture is an important factor in successfully
implementing KMS. Several barriers to implementing KMS in the
organizations studied have been presented in previous chapters. From
previous chapters, it is clear that survey data has highlighted how KM
and KMS are conducted in these selections of Chinese organizations and
the barriers faced in each stage of the knowledge spiral, including
socialization, combination, externalization and internalization. Some of
the barriers are clearly related to culture. However, other barriers can
be understood in terms of KM maturity within specific organizations and
the expertise of individuals. As the literature reveals, the latter factors
can be understood as a problem that exists in Western organizations as
well as Chinese. Based on the previous chapter’s findings this chapter
discusses barriers to successfully implementing KMS in Chinese
organizations and recommendations to resolve these barriers.
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8.2 Barriers and Recommendations for
Successfully Implementing KMS in Selected
Chinese organizations
On the basis of the organizations studied in this research the thesis
goes on to note relevant findings that may be relevant to many Chinese
organizations beyond this study’s boundaries. Research Question 1
asked what the current implementation status of the organizations is.
35 respondents participated in this study, and 33 responses (94.2%)
were valid. If these organizations are a guide, Chinese KM and KMS
have rapidly developed during last four years. In 2002, a national
survey was conducted on the implementation of KM in China. According
to that report, 74% of respondents said the implementation of KM and
KMS had recently commenced (Nonaka, 2002). However, this study
found that the implementation level has progressed from the initial
levels, but clearly has some ways to go to reach maturity. Three
reasons support this finding.

Firstly, 78.6% of respondents claimed that knowledge is different from
information, including 45.7% of respondents indicating they clearly
understood the relationship between data, information and knowledge.
According to section 2.2.1, the data-information-knowledge hierarchy
is one of the most important key concepts of knowledge management
theory. A clear understanding on this hierarchy indicates an increased
potential to productively use knowledge management system. This
finding suggests that selected Chinese organizations have accepted this
basic concept of KM and KMS. Therefore, these conceptual backgrounds
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provide some possibilities for these selected Chinese organizations to
further embrace KMS.

Secondly, the overall educational background of the users is sufficient
to take advantage of KMS. Respondents with a Bachelor degree (34.3%)
and Master degree (37.1%) are the majority among all respondents. If
this finding is true for other Chinese organizations there appear enough
human resources to successfully implement KMS. With higher
educational background, KMS users should have fewer difficulties in
basic computer operation and understanding of the management of
knowledge. Therefore, KMS has the potential to play a more important
role in organizations and software market in the future.

Thirdly, KMS has been implemented in a variety of Chinese
organizations. In this study, there are 14 different types of
organizations involved. Among these organizations, education (14.3%)
and IT (15.7%) form the majority. If this finding is reflective of other
Chinese organisations there appears a willingness to take advantage of
KMS. On this basis the challenge for KMS vendors is to consider the
differences in organizations and provide particular solutions to them
individually in order to best promote KMS productivity.

However, there are three barriers found in research question 1.

Although the organizations studied generally accept the basic concept
of KM and KMS, the way they use KMS is limited to an office automation
system. In this study, 54.3% of respondents claimed that KMS is “a
type of Office Automation”. In addition, 27.2% of respondents said that
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they use KMS to manage their “explicit knowledge management
resource”, which is document management and information storage.
And, 22.2% of respondents claimed that they adopt KMS as a “working
specification management tool”. This finding means that the
implementation of KMS in selected Chinese organizations has not
realised its full potential. It is important to acknowledge that this
problem has been observed more generally in Western organizations
also (Davenport, 1997, pp. 1-2).

The research indicates that trainings courses based on basic KM and
KMS concepts and operating principle are needed. By providing such
courses, basic concepts can be consolidated and clarified. For example,
half of the respondents use immature definitions of knowledge which is
the fundamental to the concept of KM. It is evident that this
misunderstanding of KM is caused by a lack of relevant KM and KMS
training. KMS cannot work efficiently if employees do not really
understand the system. With the correct training programs,
organizations can gain more benefits from KMS.

KMS developers should pay more attention to the differences of
industries. Different industry types have diverse demands for KMS.
According to the frequency distributional table below (Table 32),
organizations of education and IT have the highest level of satisfaction
of KMS. This means IBM Lotus Notes are more suitable for these two
industry clusters than other industry clusters. Justification for this
finding could be found in Malhotra (2002)’s work. Malhotra (2002, p.3)
claimed that KMS were often defined in terms of inputs such as data,
information technology and best practices. Moderating and intervening
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variables among different industries may play a significant role in
skewing outcomes. In some industries such knowledge management
systems are “enablers” or known as “knowledge factory”, while in other
industries knowledge management systems may became constraints
“in adapting and evolving such systems for business environments
characterized by high uncertainty and radical discontinuous change…”
In other words, not being industry-specific may affect the
implementation process of KMS.

Valid
Frequency Percent Percent
Valid

Cumulative
Percent

supply chain

2

2.9

3.0

3.0

agriculture

2

2.9

3.0

6.1

light industry

6

8.6

9.1

15.2

heavy industry

2

2.9

3.0

18.2

transportation

4

5.7

6.1

24.2

financial service

2

2.9

3.0

27.3

6

8.6

9.1

36.4

real estate

4

5.7

6.1

42.4

hotel and travelling

4

5.7

6.1

48.5

energy

5

7.1

7.6

56.1

education

10

14.3

15.2

71.2

law firm

2

2.9

3.0

74.2

IT

11

15.7

16.7

90.9

capital and asset trading

2

2.9

3.0

93.9

others

4

5.7

6.1

100.0

Total

66

94.3

100.0

4

5.7

70

100.0

communication and
entertainment

Missing
Total

Table 32 Q 27 Organization Types

Research Question 2 asked how KMS is operated in the respondents’
organizations. Generally speaking, these organizations are achieving
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acceptable results in knowledge internalization and knowledge
combination processes.

In the last chapter, it is found that the three most important KMS
modules for selected Chinese organizations are “Explicit knowledge
management module” (27.2%), “Working specification module”
(22.2%) and “Knowledge communication platform” (28.4%). These
three modules mainly focus on standardization and knowledge
codification. This means that these organizations are in the stage of
building a knowledge standard and maintaining existing knowledge.
While emphasising the explicit knowledge part of KM, these
organizations generally ignore the implicit knowledge part of KM.
Therefore, they do not consider how to use KMS to promote innovation,
which require the interaction between implicit and explicit knowledge
(Nonaka, 1991). Thus, these organizations have the advantage of
managing explicit knowledge, but lack awareness of managing the
intangible organizational asset - implicit knowledge. Other parts of the
survey indicate a strong power distance relationship between upper and
lower management, which appears to be constraining communication.
The work of lower management appears not to be transferred into
innovative outputs which were also found to be low in the organizations
surveyed.

Hislop (2003) has argued that knowledge integration for the
appropriation of innovation can be facilitated through a number of
mechanisms within the organization. The successful story of Little Swan
Group indicates that several mechanisms can help Chinese
organizations to take advantage of tacit knowledge and innovation
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(Pech, 2005). These include:



Patience shown by top level management and stakeholders;



Visionary leadership and management to ensure the organization
continues with the acquisition of knowledge;



The importance of innovation or creative climate.

Furthermore, the emphasis on explicit knowledge is also supported by
the responses of question 7. It is indicated that 16.8% of respondents
believed that the major effect of their KMS is to “enhance the managing,
training and education”. This means that KMS in these organizations
provides effective support for employees system operating training and
education, including on-line courses, e-document and video conference,
etc. Such facilities not only reduce cost, but also enhance the mobility
and flexibility of training, since employee can have distance training
and at a selected time. In addition, 18.9% of respondents agreed that
KMS increases market adaptation ability of their service and products.
This means, by managing existing knowledge resource, knowledge
combination process is effectively enhanced by KMS. Thus,
organizations can better adapt to the changing marketing place.

On the contrary, barriers of implementing KMS in these organizations
mainly are concentrated in knowledge socialization and knowledge
externalization, to components of Nonaka and Takeuchi’s SECI model.
The lack of leadership and management direction, in terms of clear
communication and knowledge sharing practices, result in low
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performance of knowledge socialization. Only 8.4% of respondents
agreed that their KMS had the effect of “enhancing knowledge sharing”.
Considering the large power distance observed by Hofstede, these
employees of Chinese organizations consistently tend to share their
knowledge once there is an order or an incentive reward. Thus,
knowledge socialization process should be undertaken by top manager
levels. Also, a clear organizational vision and direction should be
disseminated to employees, so they can realize that knowledge sharing
is something important for the development of the organization as a
whole.

In relation to the knowledge externalization process, the lack of
transparent rewards and recognition systems that would motivate
people to share more of their knowledge is another barrier. The existing
incentive system is ineffective, since the rewards are inflexible. One of
the reasons is that many organizations lack a particular group or
individual to monitor the process of KM. The value of externalized
knowledge is not certain, thus, motivations of sharing knowledge of
employees are weakened time after time. 42.8% of respondents claim
that there is no management oversight of KMS in their organization.

Therefore, there are six barriers found in research question 2:



The lack of effective mechanisms to support building an innovative
climate;



The lack of top management support;

154



The lack of recognising tacit and explicit knowledge as a whole;



The lack of leadership and management direction in terms of clearly
communicating the benefits and values of knowledge sharing
practices;



The lack of clear organizational vision and direction;



The lack of transparent rewards and recognition systems that would
motivate people to share their knowledge.

Research Question 3 asked how culture affects implementation of KMS.
The survey revealed that culture does affect the implementation of KMS
within these organizations in three culture dimensions, which are power
distance, individualism and collectivism and long-term orientation.

Firstly, power distance mainly affects the relationship between
subordinates and superiors. Power distance is so distinct that 25.7% of
respondents generally agreed and 40% of respondents completely
agreed that the power distance is really obvious and has a major impact
on their relationships with their superiors or subordinates. In particular,
37.1% of respondents did not confirm that their relationships were
equal with their superiors or employees. The design of KMS should
realize this and add some central managing functions into KMS, such as
an order or direction notification feature, manager monitoring feature
and managing hierarchy feature. In addition, because of power distance,
a lack of communication between top manager level of organizations
and employees can lead to unsuitable KMS, feedback problems,
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integrating KMS into organizations’ daily practices and routines.
Therefore, some features, for example an intermediate agent system,
which reduces the highly structured nature of Lotus Notes by
establishing virtual public space.

In real work place environment, social network websites, such as
personal blog websites (www.myspace.com) and interactive social
websites (www.facebook.com) are valid examples of this intermediate
agent system. Superior can participate anonymously in subordinates’
social network discussions and learn from there about their employees’
needs and complains. Thus, such intermediate agent system can
reduce the power distance and enhance communication within
organizations.

Secondly, individualism and collectivism dimension of culture impacts
on the knowledge socialization and knowledge externalization process.
These Chinese employees prefer to share and externalize their
knowledge just within in-groups. 68.6% of respondents agreed with
this fact and claimed in-groups are extremely important for them. This
is very different from the Western approach of sharing knowledge
identified by Hofstede. This finding means that in order to enhance
these two knowledge process, organizations and KMS should pay more
attention on how to fully utilize such in-groups. For example, the
incentive system should mainly focus on in-groups, not on individuals.
Training courses and education programs should be carried out by
in-groups. Organizational plans should be designed by in-groups, etc.

Thirdly, the dimension of long-term orientation impacts on the whole
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process of KM. For example, the lack of standardization creates
difficulties in transferring the necessary knowledge to other people and
exchanging knowledge resources with other organizations.
Furthermore, the lack of consistent training on KMS can lead employees
to misunderstand the actual vision of organizations; the lack of
consistency of incentive systems can weaken the motivation of
knowledge sharing amongst employees.

It needs to be recognized that knowledge functions described in the
research maybe appropriate for the organizations’ functions.
Nonetheless, the research maybe useful if more sophisticated
knowledge processes are required to achieve more complex
organizational functions.

Thus, there are three barriers found in research question 3:



The lack of central managing functions into KMS;



The lack of communication within organizations between top
management and employees;



The lack of a mechanism which can effectively support and utilize
in-groups;



The lack of non-standardization creates difficulties in transferring
the necessary knowledge to other people and exchanging
knowledge resources with other organizations;
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The lack of consistent incentive systems can weaken the motivation
of sharing knowledge of employees.

8.3

Needs for Future Research

The present chapter concludes that culture does affect the
implementation of KMS in these organizations. KMS which are
developed in a Western cultural context must recognise the influence of
culture. Culture affects both management theory and actual system
design. In this study, two theories have been adopted as core theories,
namely Nonaka and Takeuchi’s knowledge creating theory and
Hofstede’s culture dimension theory. These two theories are both
important and related to each other in this study.

Future research on this topic should extend the scope of this research
so as to increase the plausibility of the results of this study. Firstly, more
KMS should be researched and surveyed. Although IBM Lotus Notes is
considered as one of the most successful KMS throughout the world,
there are still some problems and flaws. Future works should evaluate
the popular KMS, and get some measurable criteria of what is an
effective KMS. Secondly, more organizations should be involved in this
kind of survey. Thus the statistical results will be more reliable. Thirdly,
more detailed features of interaction between culture and KM processes
should be captured and analysed. Activity theory will be a better choice
for future research. Ethnography provides a greater opportunity to
codify more unknown features. Fourthly, different cultural groups
should be involved in the same study, in order to compare them directly.
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Because of the limitation of time and money, this study obtained the
data of Western countries (USA) from Hofstede’s work Culture’s
Consequence (1980) and the famous survey which Hofstede conducted
many years ago. As the development of culture and society, these data
might not be reliable or efficient. Therefore, the future work of this
study should gather this data directly from work places in the Western
cultures.

8.4 Conclusion
The barriers which are concluded from this study are based on a cultural
factor. The cultural perspective of this study refers to three major
dimensions of culture, which are presented by Hofstede: power
distance, individualism and collectivism and long-term orientation.
Each of these culture dimensions has been evaluated and tested with
four Knowledge Management Processes which were developed by
Nonaka and Takeuchi. Such KM processes consist of socialization,
externalization, internalization and combination. From the findings of
this study, it is clear that these Chinese organizations suffer from
fundamental issues that relates to immaturity of KM adoption as
reflected in concepts used by respondents. However, culture plays an
important part in the KM processes. Therefore, on the basis of this
research in order to successfully implement KMS in Chinese
organization, specific cultural diversities should be recognized.
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KSI(face-to-face
Program);
Project Libraries;
Know Who
Leonard

Directory;

(2002)

Technical
Questions DB;
legacy Reviews;
Personal

Customizable
Portal;

Resources

DocuShare,

Culture and

Leadership

commitment

Development;

(varied from

Internet;

low to high)

No
(Focus is on
US
Organization)

DBs

Knowledge
organizers (oral
histories)
Support
link to
DaimlerChrysler

CAD/CAM

performance

Rukstad

Knowledge

Product DB

Top

(2001)

Management

EBOKs

management

Strategy

TechClubs

consensus on
required
capabilities
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No

Appendix B
Context/User
HP (9 projects)

Technology and Methods
Electronic Sales Partner
Lotus Notes DB

Sequent

Sales oriented document

Computer

repository

Notes
Highly enthusiastic managers
Highly enthusiastic managers

Videoconferencing
BPX

Document scanning/sharing

Anecdotal success stories

Education, support
Breakout of K competencies
Microsoft

Link K competencies to
staffing and HR

National

Intranet

Semiconductor

Lotus Notes

Engineers preferred Intranet;
sales and Marketing preferred
Notes

Referral of experts
TelTech Resource
Network

Customer feedback
Records of K resources used

Basis for business model

in proposals and projects
Compared with “wins”
Formal:
K transfer practices;

Sematech

K transfer organization;
K transfer session;

Face-to-face most effective for K
transfer

Client “assignees”
Contribution to K base a
Consulting firm

Structured K base

significant factor in compensation
(not entirely successful)

Specific K application
Automobile co.

guidelines
Decision audits to assess use
of Knowledge
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Success not established

Appendix C
Survey (English version)

Q1. How would you define “knowledge”?
A. knowledge is the same as information
B. Knowledge is a logical reasoning of data and information, it can enhance work
performance, decision making, problem solving and the study of human behaviour
and thinking
C. Knowledge is a implicit ability and cannot be expressed verbally
D. Not sure

Q2. How would you define “knowledge management”:
A. A more efficient office automation, using more advanced software and hardware
B. a organizational strategy, which can deliver the right knowledge to right person at
the right time
C. A new type of Human Resource Management, in order to reduce the cost of losing
key staff
D. A method to discover, share, utilize and store knowledge more effectively
E. Not sure

Q3. What do you think the purpose of knowledge management is?
A. To discover, share, utilize and store knowledge within organization more
effectively
B. To increase innovation and create new competitive advantages
C. To Monitor employee
D. No purpose, just a decoration
E. Not sure

Q4. What do you think an organization should be?:
A. An effective information processing machine
B. A live organism, with unique characteristic and specific goals
C. Clearly hierarchical with subordinates responding to superiors
D. Not sure
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Q5. To what extent do you think that Knowledge Management System (KMS) will help
organization to implement Knowledge Management?
A. Absolutely
B. A lot, but not a crucial factor
C. It might help, but not very clear
D. No help

Q6. What are the most important modules do you think in KMS when your
organization import KMS?
A. General knowledge resource module (including the outer knowledge resources
which can help operating organization)
B. Experience knowledge management module (including summary, case study,
examination, document management)
C. Work specification management module (including internal service application,
work flow, program collaboration, feedback system)
D. Organizational culture management module (including origination management,
organization forum )
E. Expert system (including knowledge sharing channel and problem solving
platform)
F. Knowledge sharing platform (including BBS, electronic message board, internal
E-mail, notice)
G. Customize management tools (including customize daily work documents and
needs)
H. Others

Q7. Which answers clearly described the effect of IBM Lotus Notes in your
organization?
A. Reduce daily organization operating cost
B. Increase information sharing and innovation
C. Increase the knowledge transfer between other organizations
D. Enhance the ability of adapting market changes
E. Enhance the ability and efficiency of research
F. Enhance the efficiency of production and service
G. Enhance the ability of satisfying customer
H. Increase the ability of improving the quality of products and services
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I.

Enhance the efficiency of supply chain management

J. Cooperate with managing, training and educating employee
K. Others

Q8. In your opinion, do you think that after importing IBM Lotus Notes into your
organization, it reached the anticipation of improving the knowledge discovering,
storing, sharing, transferring and utilizing?
A. Very obvious effect
B. Has some effect
C. No effect
D. Not sure

Q9. In your organization, is there any particular department or individual that takes
charge of managing the flow of knowledge within organization?
A. Yes
B. No
C. Not sure

Q10. In your opinion, what is the most important part of IBM Lotus Notes?
A. Lotus Domino
B. Lotus Sametime
C. Lotus Workflow
D. Domino.Doc
E. Discovery Server
F. Lotus Quickplace
G. Learning Space
H. K-station
I.

Websphere Portal Server

Q11.IBM Lotus Notes classified the Knowledge Management technology into five
categories, which are listed below. In your opinion, what are the most necessary
technologies in IBM Lotus Notes?
A. Business Intelligence: consisted of data and document mining technology, OLAP
technology and data warehouse technology
B. Collaboration: including real time collaboration and asynchronous collaboration
C. Knowledge transfer: including Computer Based Training (CBT), e-Learning, and
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distant conference
D. Knowledge discovery: including index technology, content classifying technology,
data navigation and document management
E. Expertise Location: including expert network, visualized communication, target
individual location technology

Q12. In your opinion, does the construction of your organization have a large and
clear hierarchy?
A. Disagree
B. Somewhat disagree
C. Agree
D. Completely agree
E. Not sure

Q13. In your opinion, does the relationship between you and your superiors be equal?
A. Disagree
B. Somewhat disagree
C. Agree
D. Completely agree
E. Not sure

Q14. In your opinion, does the process of knowledge socialization be achieved by
order and organizational policy?
A. Disagree
B. Somewhat disagree
C. Agree
D. Completely agree
E. Not sure

Q15. In your opinion, is the process of knowledge combination achieved by working
plan?
A. Disagree
B. Somewhat disagree
C. Agree
D. Completely agree
E. Not sure
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Q16. In your opinion, Is knowledge externalization achieved by external factors, such
as the need of work and incentive system?
A. Disagree
B. Somewhat disagree
C. Agree
D. Completely agree
E. Not sure

Q17. In your opinion, Is the process of knowledge internalization achieved by training
course and conference?
A. Disagree
B. Somewhat disagree
C. Agree
D. Completely agree
E. Not sure

Q18. In your opinion, does the process of knowledge socialization happen between
different in-groups, not individuals?
A. Disagree
B. Somewhat disagree
C. Agree
D. Completely agree
E. Not sure

Q19. In your opinion, should knowledge combination be managed by qualified
in-groups, not individuals?
A. Disagree
B. Somewhat disagree
C. Agree
D. Completely agree
E. Not sure

Q20. In your opinion, does the process of knowledge externalization happen only
within the in-group which you belong to, not others?
A. Disagree
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B. Somewhat disagree
C. Agree
D. Completely agree
E. Not sure

Q21. In your opinion, does the process of knowledge internalization happen by
in-groups, not individuals?
A. Disagree
B. Somewhat disagree
C. Agree
D. Completely agree
E. Not sure

Q22. In your opinion, do you want to keep work relationships which are built in
knowledge socialization?
A. Disagree
B. Somewhat disagree
C. Agree
D. Completely agree
E. Not sure

Q23. In your opinion, should knowledge combination focus more on the knowledge
resource which can help to indicate future trend and long-term development?
A. Disagree
B. Somewhat disagree
C. Agree
D. Completely agree
E. Not sure

Q24. In your opinion, should knowledge externalization focus more on the problem
solving methods, not just results?
A. Disagree
B. Somewhat disagree
C. Agree
D. Completely agree
E. Not sure
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Q25. In your opinion, do you pay more attention on the knowledge which is helpful
with your career development, not only about your current duties?
A. Disagree
B. Somewhat disagree
C. Agree
D. Completely agree
E. Not sure

Q26. How do you valuation the performance of processing Chinese information with
IBM Lotus Notes?
A. Always effective
B. In most cases effective, but has some problems
C. In most cases has some problems, but can work
D. Always has problems
E. Not sure

Q27. What type does your organization belong to?
A. Retail and wholesale
B. Agriculture
C. Light industry
D. Heavy industry
E. Transportation
F. Financial service
G. Communication and entertainment
H. Real estate and construction
I.

Hotel and travelling

J. Energy
K. Education
L. Trading
M. Tax and notarization
N. Patent and trademark
O. Law firm
P. Exhibition and conference
Q. Advertisement and design
R. IT
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S. Capital and asset trading
T. Others

Q28. What is the number of employees in your organization?
A. <50
B. 50~100
C. 100~500
D. 500~1000
E. 1000~3000
F. 3000~5000
G. 5000~10000
H. >10000

Q29 your age
Q30 your sex
Q31 your educational background
Q32 how long have you been using IBM Lotus Notes for?
Q33 Do you have any comments to make in relation to any of the questions?
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Appendix D
Survey (Online Version)
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Website address:
http://www.arch.usyd.edu.au/~rwan9009/surveycn/surveycn.html
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